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PREFACE 

The placarnent of the numerous skills end abilities possessed by 
the people required to operate a large organisation presents a complex 
problem* The American Navy is no exception* The •’avy* e problem ie 
further complicated by the nobility of its ship* and aircraft, the need 
for rotation of its personnel in order for it to gain broad experlenoe 
and for morale reasons, and the faot that its manpower in peacetime serves 
as the oadre for wartime expansion* The graduates of the reorult training 
programs must be assigned to technical sehools and to the numerous ships, 
aircraft units, and shore Installations In accordance with need and with 
each man's existing skills and future potentialities* 

The fundamental basis of seleotion of personnel, both in Industry 
and in the oiril service is the position concept* In other words, people 
are selected for employment from a number of applicants beoauso their 
existing skills and abilities match the needs of the particular vacant 
positions* The Navy operates on the career concept* It selects from the 
total number of applicants the number required to maintain the service at 
a given total strength* Through vestibule and on-the-job training it 
adjusts the aptitudes, skills, and special abilities of those individuals 
to meet the broad occupational requirements of the service* As an 
individual's in-servioe experience increases, advanced training and sub- 
sequent reassignment s become more spool fio* The Navy must achieve the 
maximum productivity from the skilled manpower it currently possesses* 
Except during emergencies, it eannot prooure advanced skills from outside 
sou roes to fill vacancies above the entrance level, which is at the 
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bottom* It must moot Its fluctuating needs by continual adjustment of 
existing skills by intsr-unit transfer* 

From January 1949 to May 1960 the author served as personnel officer 
for Commander, Crulsers-Destroyers, a type oocmander in the Pacific Fleet* 
During this difficult period of naval expansion and oontraoti on, this type 
command consisted of over eighty-five ships and staffs and over twenty 
thousand men* While attempting to find a solution to the placement problem 
for the manpower of this occunand, the question came to mind whether the 
placement function belonged at this level of the Navy* s administrative 
hierarchy* Upon arrival at Ohio State University, this study was under- 
taken to attempt to find an answer to this question* 

The answer to few problems concerning the Navy will be found 
directly in any published works* The Kavy*s manuals prescribe the broad 
standards which guide the distribution of enlisted personnel* The specific 
details can be found only in actual experience with the problem* 

With the prlnolples of personnel placement obtained from the pub- 
lished works on the Wavy, other military organisations, civilian industry, 
and the federal civil tervioe as a foundation, the author applied reflective 
thought to the fruits of experience gained by over nine years of actual 
working with naval enlisted personnel placement problems* This includes 
consultations with experienced naval of floors in the field and actual 
observation of the methods and results obtained on all levels of the 
administrative hlorarohy* 

The purpose of this thesis is to evaluate the present methods used 
by the naval service to distribute and place its enlisted personnel in 
light of the needs of the fleets* If it does not meet these needs 
adequately, the olosest approach to a perfect system must be found* Certain 
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suggestions designed to scours such inprovefflonts are made In the final 
chapter* The first four chapters will present the Kavy and its dis- 
tribution systeaa to the reader* The last four chapters will evaluate 
this system with tho view of procuring the greatest productivity of th# 
Navy* s manpower* 
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CHAPTER I 



T2E KAVY AIR) ITS HASPCTHt 



Tho 'Manpower 

The United States Navy ranks as one of the larger organisations 
In the world today* While its authorised strength nay vary, depending 
on appropriations and nanpower limitations, in pesos it is a different 
type of organisation than when engaged in its primary wartime purpose, 
that of seeking out the enemy and destroying ids effectiveness* In 
peaoo, military organisations are nuclei for gigantlo expansion in a 
short parlod of time when an emergency arises* The baslo organisation 
structure must exist, plant must be ready, and the cadre broadly trained 
in order that it may serve as a skeleton upon whloh the mobilised force 
oan be constructed end prepared to aoocmplish its mission* The augmen- 
tation in time of war ocraos from the reserves and from the civilian 
population* Those elements exist be assimilated into the skeleton 
organisation as rapidly as possible when war comes* As far as possible 
they must be trained* The reserves have tuoh training* Tho final 
augmentation from the civilian population needs both basic and teohnloal 
skill* 

The operating unity of the naval function is tho ship and the 
plane* Each operates with a singularity of purpose* Faoh survives or 
perishes as a result of its singular effort* If one of the parts falls, 
the existence of all the other parts are in jeopardy* The complexity 
of its internal organisation must be a paragon of oo-ordlnated effort* 
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All higher ocmiaand and all auxiliary activities exist to ue» and serve 
the ship and the plane as they are the Kavy» a offensive and defensive 
power* For administrative reasons and for the purpose* of this study, 
each chip, airoraft squadron, shoro base, and higher command and its 
staff will be referred to as a basic team* Eaoh works for a common 
purpose* The chore base must serve the fleet* The higher commands and 
their staff must co-ordinate the fleet’s effort* Eaoh basic team has a 
particular job to do, working in oo-ordi nation with others, in eaoh 
battle of each war* 

Each basic team it more than the sum of its parts* Its success 
or failure in the a oc oapli ohnent of ite mission depends upon the 
abilities end skills of the crew, from the Captain to the newest 
recruit. Success is dependent not only upon the individual abilities 
and skills of eaoh member, but also upon the interaction of all these 
abilities and skills, commonly known as team work* This is the quality 
that makes each ship and each plane an operating entity* The destruction 
of the enemy is not the doing of any one man* It requires all, the 
quartermaster, the gunner’s mate, the machinist's mate, the steward, 
and many others, all members of the crew working as a common team* In 
a modern destroyer persons with more than twenty-seven different 
occupational old lie work together for the accompli shateat of its mission* 
A new ship, just commissioned and staffed with persons having all the 
necessary skills, would not be effective in battle due to the laok of 
team skill* Only after many arduous months of intensive training at 
soa as a team oan the ship beoome an effsetive part of the fleet* 

Even during peacetime, the Kavy operates its ships and planss 
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to the four corner* of the world, with resulting major problems of 
conEuni cation, supply, and administration* Its complement now Is 
approaching three quarters of a million K*m and women* This coupled 
with the large number of units and their worldwide dispersion makes 
the problem of providing persons with the numerous skills required 
at the proper time and place both interesting and challenging* 

Except in times of mobilisation, the Navy does not reach out 
into the labor market and c ompete with industry for the trained man and 
women it requires* It is a career servics and, oxoept during war, 
entrance is from the bottom, either in the officer or enlisted grades* 
Navy skills are somewhat different from those usually encountered in 
industry’* For each job there must be a man with not only the technical 
know-how but also an equally important military skill* Military skill 
can only be gained by experience and training in the servioe* True, in 
t Jiao 3 of rapid mobilisation, the acquisition of this skill must be 
accelerated or tonporarily sacri ficed because of the urgency of the 
situation* The regular force# must bear the principal share of the 
burden until the new members can acquire this skill* Learning is 
hastened during wartime because of the not i vat ion afforded by the 
eltuation* In addition, during wartime the emphasis is placed on 
technical sped all ration both for tho reserves and for the civilian 
force* The broad training essential for the skeleton regular force 
would not be praotioal because of urgency* When an emergency arises, 
the armed forces must effectively utilise the skills available and 
train tho non-ckilled recruits as rapidly as possiblo to fill their 
fluctuating requirements* The regular force must be ready to absorb 
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and train the now manpower while they continue to carry on their present 
duties. Their training must be broad as well as intensive as they jr&irt 
prepare the augmenting increments to meet the Navy** needs as well at 
etand the initial shook of war. 

Tho Organisation 

In the Navy Department in Washington, D* C», top policy and 
strategy are determined. The numerous bureaus are the technical 
assistants to the Chief of Naval Operations who is the top military 
eoBcuandor in the naval forces. Tho major field commands reporting to 
this officer are the Comnnd©r-in-Chief* of both the Atlantic and Paclfio 
Fleets and the commandants of the various naval districts. These top 
naval command* are Illustrated on page five. 

During war the two major fleets are subdivided into other fleets 
to lessen the span of control of the major fleet oceorander, for example. 
The rave nth Fleet, The Ninth Fleet. These sub- fleets are numbered odd 
in the Pacific Fleet and even in the Atlantic Fleet. 

The two major fleets operate on two basic chains of command. 

The operational chain is tho sub-fleet and the task force, end the 
administrative chain is the type oesmand. Both of these are centered 
in tho eomnander-in -chief of tho major fleet. Tho task force is a 
flomiblo organisation, formed to accomplish a spooifio task or sorios 
of tasks. Its internal organisation varies. Ships and aircraft; units 
join and leave the task feroe as requirements dictate. Upon completion 
of a task, the entire organisation may be dissolved and absorbed into 
other tack forces. Thus, a ship may have several different superior 
operating comanders over a period of time. These task forces are 
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further subdivided into groups which aro In turn subdivided into units* 
Those subordinate organisations also fluotuate in their internal 
organisation* For example, at a given moment the U*S*S* Blank my be 
attached to Task Unit 91*6*2* This mane that the lowest sub-group, the 
task unit to which the U*S*S* Blank belongs, is the second task unit of 
Task Group 6 of Task Force 91 of the Hinth Fleet* 

This flexible task force organization aorta the operating needs, 
but It cannot meet administrative needs, which by their nature require 
continuity* This problem is net by the type commands* Bach ship or 
aircraft squadron reports to the fleet* s type commander which represents 
its type* Each destroyer would report to commander, destroyers} each 
erulser to ocmander, cruisers; and eaoh aircraft carrier to contender, 
air forces* These may be combined, as in the present cate In the 
Paolflo Fleet, the Coriander, Cruieers-Bestroyers, is the administrative 
commander over cruisers, destroyers, destroyer escorts, escorts, oto* 

The need for this type of organisation is based upon more than 
administrative continuity* A ship or aircraft unit needs a superior 
who Is by experience cognisant of the particular problems of that type 
of ship or of aircraft* The staffs of these commanders are experienced 
in the problems of the type as they usually have had many years of 
experlenoe at sea in sruoh a ship or in aircraft* With such assistance 
the type oocraander is well qualified to represent all ships or aircraft 
of his type before the fleet commander* 

The oo-ordinatlng commands subordinate to the type oossiander 
also have thsir position in the operational chain of oomand • The 
oomander of a squadron of destroyers may also be a task unit ooeasander* 
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Tho typo s of subordinate commands vary with the typo of ship or aircraft 
involved* Destroyers are combined into flotillas and these in turn ore 
further divided into squadrons and then divisions* Battleships, 
cruisers, and aircraft carriers are usually combined into divisions 
only* Aircraft are combined into squadrons, air groups or wing command*, 
and fleet air cctssands* Tach of these commands has a commander 
responsible to a superior end eventually to the typo cor wider* 

'The fleet* c shore support outside of the continental 17*55 *A« is 
centorcd in the several area commands* The float* a geographic area is 
divided up into areas or naval diet riot a. For example, the Marianas 
Area is commanded by Commander, Karianaa# The Hawaiian Area is the 14th 
Naval District ccKtanded by the District Commandant* Naval districts 
outside of the continental U*S*A« are subordinate to the fleet commander* 
Naval Districts within the continental U*C*A* are subordinate to the 
Navy Department, Tteshingtcn, D* C* The area ocerrand* of the fleet 
furnish services and shore support to the ships and aircraft of the 
fleet* They also nay serve governmental functions in certain areas* 

The top command relationships of a typical fleet are illustrated on 
page eight* 

The Problem 

At present enlisted personnel is distributed to the type and 
area ooraaanders in a wholesale manner* In other words, the Bureau of 
Naval Personnel distributes personnel frost the training centers, the 
receiving stations, and the continental shore stations to the two major 
fleet ocmandere for further assignment to their subordinate commands* 
The fleet oocmanders, in turn, assign the personnel to their type and 
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area commanders* The personnel officer of the type or area commander 
assigns each man to a specific duty station (a ship, aircraft squadron, 
staff, or chore station)* It is at this point where th© crucial assign- 
ment or distribution is mad©* In the oase of petty officers, it is 
almost tantamount to assignment to a specific job at the duty station* 

In the oase of men of the below petty officer grades, it amounts to 
providing the raw material by which the duty station mast train skills* 
Nevertheless, oorrect placement by the type or area eotnnander is 
necessary because certain potentialities are more important than others 
to any given ship, aircraft squadron, or shore station* The tons 
placement will be used to identify this distribution of personnel to a 
specific basic tews* Except for the c o mme n ding officer's speeifio 
assignment of duties to a man, it is the closest approach to placement 
in naval personnel distribution* Placement is also known to many in 
ths naval service as detailing, but the tom placement is considered 
more appropriate in the case of mlistod personnel. In effect, the 
availability of th© right man to assign to the right job is dependent 
upon the efficiency of this placement* If tho personnel officer of the 
type or area o eanand does not have men with tho right skills available 
to assign to his activities, it is up to hin to take step* to procure 
them* This say be by redistribution within the ccerand or by Informing 
superior commands in order that training plans can be modified to 
provide then. Each naval activity must do its utmost to develop skills 
in the unskilled person# of tho oonmand to provide for current need* 
and potential losses* Tine end ths aptitudes available do place 
limitations on what can be done* The officers responsible for the 



placement function must provide for those needs which cannot he met 
locally as well as distribute tho unskilled manpower# 

The major problem of this thesis is to determine if the present 
system of distributing enlisted personnel is the most efficient vhich 
can be devised to meet the manpower needs of the fleet# Tf not, then 
the problem is to devise a method which will meet the needs# The 
distribution of personnel is necessary# The crux of the problem lies 
at the placement level of distribution# 



CHAPTER II 



DISTRIBUTION AHD PLflC BURST AIDS 

The Need for Aids 

It Is Inconceivable that any method could b« devised for die* 
tributing Navy skills an angst so many widely dispersed operating units 
and shore establishments without mechanical aids of some type* The 
officer charged with the responsibility of providing for the personnel 
needs of the basio teams within any given command, must know (1) the 
needs of each of the team for whloh ha is responsible, (2) the 
qualifications of each man in the oocsnand, and (3) the qualifications 
of eaoh man available for assignment* Thus, the distribution aids 
must meet two requirements* They must indicate, first, what skills are 
required for eaoh basio team* These need# will be consistent by type of 
basio team throughout the servioe* Second, the skills of eaoh enlisted 
man must be known and made available in some fora* The former require* 
nent is met by oorap laments, allowances, and billot spool 11 cations* The 
latter requirement la mot by the Havy»t rating structure, Job classifi- 
cations, and the Kavy*t personnel accounting system* The ftmotion of 
these aids will be described In detail* 

A personnel officer cannot ask tha commanding officer of eaoh 
•hip what personnel he needs and then interview each man available to 
asoortain if he oould fill a part of these needs* Exoopt in a very small 
command this would be an impossibility* As personnel officer for the 
Cruiser-Destroyer Force, Pacific Fleet, the author wae responsible for 
filling the personnel needs of over eighty-five ships end staffs spread 



11 



12 



over the whole Paoifio Ooean* This force consisted of over twenty 
thousand men* At times, the daily placement of personnel, in this 
office alone, was over six hundred men* Eaoh of these had to be assigned 
to the ship or staff which was in the greatest noed of his particular 
skills* It is evident that some aids were necessary so that personnel 
could be assigned rapidly, yet efficiently* 

The Kavy* s distribution and placement aids do fill this need* 

It my be possible to make these aids even more efficient, however, 
this is not the purpose of this study* The existing aids will be 
described and accepted as they are* 

Complements and Allowances 

Complements determine the war strength of eaoh naval activity* 

"The complement of an activity le established by the Chief of Naval 
Personnel to indicate for officers by oorps end grade and for enlisted 
personnel by rating group and pay grade, the numbers necessary to oarry 
out effectively the mission of the activity in time of war*”* For 
eaoh baslo team, the complement would be the established personnel 
requirements in eaoh of the numerous Navy skills for maximum efficiency 
in time of war* Those are standardised for eaoh type of ship or other 
naval activity by the Bureau of Naval Personnel after aoourate service* 
wide determination of needs* tflth this aid the personnel officer can 
know just how many men of eaoh pay grade of eaoh rating group must bs 
provided for any given ship or other naval activity* Naval commands 

* Bureau of Naval Personnel Manual , 1948 (Washington* 1948) , 
art* A*2102* 
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nay initiate correspondence to the Bureau of Naval Personnol on any 
change® they nay consider appropriate* * These requests are given careful 
consideration and (appropriate notion is tukon to change the oomploraont 
of all ship® or other naval aotivitio* of a similar type if considered 
justified* 

In tinea of peace, it i® not possible to maintain chips and other 
naval activities at their wartime complements* This 1® duo to the lack 
of available manpower and the reduced requirement® on the baslo teens* 

To set a standard of personnel requirements for peacetime, allowances 
are used* A® complement® determine the needs during wartime, allow vnoes 
determine the needs (or at least what is possible) during peacetime* 

The Chief of Naval Operation! determines the Personnel Allocation Plan 
for eaeh fiscal year* This plan '’allocates among the Individual 
activities of the naval establishment tho total numbers of offioers and 
enlisted personnel which are expooted to be in the Navy on a proscribed 
date*" Knowing the personnel the budget will permit and the number 
of activities whioh must be maintained, tho Bureau of Naval Personnel 
determines the allowance of each activity* 

Allowances translate overall numbers into spool fio numbers of 
ranks and ratings in accordance with the military requirements on 
each activity* These allowances then serve as a guide in procure* 
cent, training, and distribution*® 

This is tho peacetime guide to assist the personnel offioor to determine 
the requirements of each ship or other naval activity* 

2 wrtl# 

* 

Captain W* U* Cole, USW, "Complements, Allowances and Billets," 
Proceedings of the Pereannel Officers Conference , 1049* (Vfcehingtonj 
Bureau of Naval Pe rsonnei, J.949) , p* 12* " 
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Billet Specifications 

A program of billot analysis is now in progress In the Kavy* 

This program began during the latter years of the second World V&r when 
it was found that more adequate and detailed infomation on Navy skills 
was required* The result will be a complete set of billet specifications 
for each billet on each type of ship or other naval activity In service* 
This will give the personnel officers more details on the him on require- 
i «nts of each Kavy billet*" Each sped float ion will provide the 
following information: 

The Billet Number 

The Kavy Job Classification Code 

The Location of the Billet 

The Billet Summary 

Types and Descriptions of But! os 

Equipment Used 

The Rating Structure 

There are sixty-two occupations or general service ratings for 
enlisted personnel in the peacetime Kavy* During wartime because of 
the emphasis placed upon specialisation, this number is lnoreasod to 
approximately two hundred, and these are known as emergency eervloe 
ratings* The emergency service ratings are narrower and moro specialized* 
For example, the general service rating of Boatswain' a Mate is sub- 
divided into the emergency service ratings of Shipboard Boatswain's 
Mate, Construction Battalion Boatswain's Mate, Canvasman, Bigger, and 
Stevedore* During an emergency, all enlisted personnel, both USN and 

* In the Kavy the tern "billet" is synonymous with the industrial 
term "job" and means a group of duties, tasks, and responslbiliteo 
designed to be performed by one person# 



16 



Reserves, la classified according to the energency eorvice ratings* 

The tens "rating group” means the specialised career fields occupied by 

petty officers* A few of these are! 

boatswain' s £Sato (KM) 

Quartermaster (QM) 

Radanoen (HD) 

Fire Control Technician (FT) 

Kinsman (1*21) 

7nstnraentm.cn (III) 

Opt i caiman ( (M) 

Machinist's Hate (?^) 

By means of these rating groups, each man is olaesified into a broad 

career field* Those career fields are narrowed down when the emergency 

service ratings are used* Below the potty officer groups, the general 

apprentloo career fields are nwoh broader and descriptions are more 

general* Those fields are known as rates* There are seven general 

apprentice fields for beginners as follows i 

Seaman (Sll) 

Fireman (FN) 

Construction Man (CM) 

Airman (au) 

Hospitalman (EM) 

Dentalman (DK) 

Stewardsman (TN) 

When an apprentice has completed the prescribed course at a specialised 
Navy school or has, through naval experience, proven his abilities In 
a particular skill, he is desl {plated in one of the career fields of 
petty officers* This is an additional aid to the personnel officer in 
placing him on a ship or other naval activity which requires his particular 
talent and insure# that his skills will be utilised properly since onoe 



More detailed information on the descriptions of Navy rating 
groups may be found in the Unite d ntate s Navy Ocoupatl onal Handbook 
(Washington i Bureau of ITaval PersormefT I§48) • 
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he enters a career field occupied by potty officers, he roust be used In 
that particular field* For example, a seaman (SH) who has successfully 
completed the Navy school for fire control technicians would have the 
rate of fire control technician seanan (FTSN) • Be would normally be 
assigned to a ship or other naval activity which had a vacancy in the 
fire oontrol teohnloian rating group, and he would bo used to work In 
his speolalty* 

Within the rate and rating groups enlisted men progress through 
seven progressively higher pay grades* The first three pay grades are 
designed to lnolude nan from the day of recruitment to the day thoy 
become petty officers* > For example, a man in the seaman general 
apprenticeship group would begin as a seaman recruit (pay grade E-l), 
then be promoted to a seem an apprentice (pay grade E-2), then to 
seaman (pay grade E-3j for firemen. It would be from seaman recruit 
(pay grade E-l, the rate of fireman recruit exists, but normally all 
recruits In recruit training oenters are designed seaman recruit until 
graduation) to fireman apprentice (pay grade E-2) to fireman (pay grade 
K-3 ) \ sto. 

The remaining four pay grades are for petty offioersj third olass 
(pay grade E-4), second olass (pay grade E-5), first olass (pay grade E-6), 
and chief petty officer (pay grade E-7)* The rating of a petty officer 
Is the combination of the rating group designation previously described 
and the pay grade, thus a first olass pstty officer In the quartermaster 
rating group would be designated as a quartermaster first olass (0^1)* 

The ps rsonnel officer knows the number of persons in each rating 
or rats attached to each of his naval activities* He Is given the rating 
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or rat© of each nan available for assignment* The ocnplesnent and 

allowance of eaoh navel activity la aet forth in terns of to many of 

each rating and rate* With all thla Information available, the 

personnel officer can then uee the ratings and rates as aids In placing 

each given nan on the ship or other naval activity In the greatest need 

of his particular skills* The rating group and rate indicate the 

career field in which the man's talents lie* The pay grade Indicates 

the degree of proficienoy the man has achieved in that particular career 

field* To be promoted eaoh man must demonstrate and pass competitive 

examinations on the skills required for the next higher pay grade in his 

particular rating group* The skill requirements for each rating and 

6 

rate are specifically established by the Bureau of Haval personnel* 
Snowing the skills of eaoh available man, the personnel officer can 
properly plaoe him* The rating or rate provide this information on eaoh 
am* If more speoiflo information is required, the Navy job classifica- 
tions are referred to* 

Navy Job Classifications 

Because of the ever-increasing need for more detailed in formation 
on each man's skills, the Navy job olassifioatlone have been developed* 
Eaoh man in the Navy it assigned a primary Navy job classification and 
nay be assisted a secondary job olaesl float ion* The primary job 
olasslfloation shows an enlisted man's most significant skill within 
his rating or, in the case of personnel in the first three pay grades, 

6 For the detailed requirements see the ourrent edition of 
Manual of Qualifications for Advancement in Bating* Nav Per a 1S068 
(i'aehington*" “ Bureau of " Haval Personnel) * 
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-within his rate# Tho secondary job classification identifies a person’* 
additional job skills which are significant but different from those 
identified by the primary job classification! it does not have to be in 
the field of his specialisation* 

Tho job classification is identified by the Kavy Job Title and 
the Navy Job Code* Approximately 1,100 different jobs are alas si fled* 

The job codes are Identified by an alphabetic-numerical symbol or code 
made up of two or three letters and four digits* Tho letters are th* 
alphabetical abbreviation of the rating to which the job classification 
is related* The four-digit number is distinctive for each job classifi- 
cation* A primary job oode is followed by a two-digit service type code* 
This identifies tho type of ship, station, or school where the skill was 
acquired* For example, the job cod* 0^.-1909-42/5313 would mean the 
holder was an optloalaan, basic, vho obtained his skill on a tender or 

repair ship and was a qualified second class diver (5313 is the secondary 

. 7 

job code for a second olass diver)* 

This aid gives the personnel officer a detailed description of 
eaoh man’s most important skills* The rating* and rates cover broad 
•kill r*qul rements* The job classifications cover specific skills and 
are assigned by the nan's ooraraanding officer, in most eases, after 
demonstration of ability* The Kavy Job Code as well as the rating or 
rate is referred to In all correspondence concerning enlisted men where 
placement is involved* Complement* and allowances do not supplement the 

J 

The complete list of all Kavy job oodes, titles, and description* 
may b* found in the genual of Enlisted Kavy Job Classifications , Kav Pert 
15105 revised (Washington t Bureau of naval personnel, November 1949) • 
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rating or rat® with job codes oxoopt in a f# w oases* The trend is 
toward the use of job codas also* The billet specifications do indicate 
the job code preferred* 

Baoh sen's job codes are supposed to be maintained current by his 
cfflsnanding officer* Certain socondary job codes ore assigned by the 
Chief Of Naval Personnel in special oases and cannot be changed without 
his authority* These special secondary job codes are known as the 
”99 eorles* w They are used to label certain spoolally trained 
technician* the Bureau of Kaval Personnel desires to keep account of* 

An example of such a job code would be 9310 which would designate an 
aviation jet engine teohniolan specially trained in the factory and with 
considerable maintenance experience* 

As the job classification identifies a skill, it does not imply 
that this skill is the person's only skill or that he is not capable 
of learning others* It indicates a man’s most significant skills, but 
it Is not restrictive in assignment to duty* It is used as a guide for 
tho effective placement of personnel* 

Navy Personnel ao counting 

It is necessary to the success of any distribution system to have 
an up-to-date record of the personnel status of each command throughout 

the naval service* The Xavy's Personnel Accounting Plan is an elect rio 

p 

machine accounting system to provide the following i 

1* Complete and accurate sources for over-all planning* 

2* Fiscal and statistical data* 

BuPsra 'anual, o£* clt *, art* a-2102* 
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3* Identify activities end their allowances* 

4* Identify individuals and their qualifications* 

The personnel accounting machine installations (?AMI»a) oro 

located in the primaxy centers of naval activity* General headquarters 
are in tho Bureau of Havel Personnel, V'ashington, D* C* Each ship, 
aircraft squadron, staff, shore station, and other naval activity is 
known as a reporting activity and sends two report* to its designated 
PAM • The first Is a Personnel Accounting Card which is submitted for 
each nan when ho reports on board for duty* This contains specified 
information taken frocr. the man’ s service record* The second report Is 
submitted weekly and is known as the Personnel Diary* Daily changes in 
the status of personnel or. board are noted therein in accordance with 
prescribed methods* When the Personnel Accounting Card is received by 
the PAMI an International Busineas Machines oard known as the Personnel 
Status Card is punched and maintained in the files* These cards are 
maintained our rant from the personnel diary entries* These cards are 
the mechanical basis for tho numerous monthly reports prepared by tho 
MAJI * s and sent to the Bureau of Naval Personnel, other high ooerr-.andg, 
and each reporting activity* 

Two of these reports are of utmost importance to distribution 
officers throughout tho service* Those are the Activity Pistrlbutl on 
Reports (Pers 62-51) and the Composite strength Report (Pers 82-32) 
concerning each activity for which eaoh distribution officer is 
responsible* 

The Activity Distribution Report shows the detailed personnel 
status of each reporting activity* 'Mon are arranged by rating or rate 
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and pay grad*. The following important Information on each man is listed 

therelnt 

The Kama 
Sorvioe Humber 
Hating or Rate 
Accounting Category Code 

Expiration of Obligated Service (Month and Tear) 

Primary Kavy Job Classification 
Secondary Navy Job Classification (if any) 

Rato the man was received on board 

Rotation Tour Rate (where rotation is involved) 

The Composite strength Report is the summary of each hi gher command* 
type o ocr, ends and above* This report lists total numbers of men in each 
rating and rate against the conaand's total allowance in each of these* 

It also tabulates the numbers of persons in eaoh of these ratings and 
rates whose enlistments expire eaoh month in the future* The first column 
are the numbers of men whose enlistments will expire In the month following 
the month of the report and so on* The fleet oommanderc use the reports 
on eaoh type and area command as a basis for their input and withdrawals 
for eaoh of these subordinate commands . BuPers would use suoh reports on 
the fleet commands to balance their input and withdrawal* The type 
commander* use the reports on their own commands to determine percentages 
of allowance which exist and for other statistical data and plans* 

By use of these reports personnel officer* can have complete 
information monthly on the status of eaoh of their basic teams* By 
comparison of the current status* potential losses* and the requirements 
of each baslo team* the needs can be determined rapidly* As these 
reports are received monthly* some means are necessary to keep eaoh basic 
team's status up-to-date dally as assignments end transfers occur* 

This problem will be discussed in more detail in later ohapters as the 
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®athod8 of personnel officers charged with distribution function s are 
described* A brief illustration of the infomntion contained in these 
two fundamental reports is found on page twenty-three • 

The Serrl.ce Record 

An enlisted man's service record is a complete history of hit 

current eulistxasnt* The originals are maintained in the Bureau of Naval 

Personnel* A oopy is maintained in the duty station's files and accompanies 

the person when transferred to a new command* A description of the 

contents of this record is not necessary as it Is of minor importance to 

9 

a distribution officer* The distribution offioer for a large command 
does not normally have this record available when called upon to nake 
assignment to a duty station* It is of utmost importance to the commanding 
offioer of the ship when he makes an assignment to a sped flo billet on 
board* Most distribution offioer* deal with large numbers of men, 
therefore, the briefer coded information such a* ratings or rates and job 
codes are used* Occasionally a man my be ordered to the flagship or 
oomnand headquarter* for an Interview and appraisal of his service record 
before an assignment of special importance, but this is the exception 
rather than the rule* 

® For details refer to BuPere “anual, op * olt ». Chap* 2, part B* 
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CHAPTER III 



DISTRIBUTION IN TIIS NAVY TODAY 

The Principles of Naval Distribution 

Distribution nay be defined as the assignment of the available 
manpower to the various naval activities in accordance with eaoh 
activity's particular needs and the long tern needs of the service* 

The supply of manpower is limited, in peacetime, by budgets and the 
attraction of the naval service in the oountry’ s labor market j and in 
wartime, by tho requirements of the other services and industry devoted 
to war production* Thus with a limited supply of men, the number of 
naval activities which can operate efficiently or effectively depend* 
upon the Navy's training and distribution programs* As the great bulk 
of recruits either have no skills or civilian skills which need to be 
adjusted to naval needs, a training program is essential* Distribution 
met Insure that potentialities and skills produced are utilized to the 
maximum advantage* In times of rapid expansion, the distribution 
system is under a terrific strain to provide newly constructed and 
reactivated ships and planes, the increase to complement of the existing 
basic teams, and expending shore support facilities with the necessary 
'empower* Existing activities are taxed to tho utmost to provide the 
nuclei around which men with tho newly produced skills of a greatly 
aooele rated training program can be built into effeotivc teams* 

Tho problem of providing tho necessary manpower is met by two 
methods* The first is to distribute the new material, the reorults and 
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what civilian skill* and potentialities they nay possets, to those chips 
and othyr naval activities which can no at efficiently utilize their 
services and continue their training on the Job# The second method is 
by moans of redistributing the skilled persons already in the service, 
if they can be spared from their present duty stations, to those basic 
teams which have a greater need for those skills which they possess# 

All new reoruits must undergo the basio training in one of the 
several recruit training centers# The purpose of this Is two- fold# Sew 
men must be introduced to the Navy wtd be oriented to naval life in 
general# They must also be classified# Their aptitudes, skills, and 
abilities must be determined by tests and interviews in order that they 
say be assigned to the type of duty for which they are best suited 
Upon the completion of the recruit training and on the basis of their 
classification, they might be assigned to officer training, to an 
advanced technical school, given a rating, selected for specialized duty, 
or assigned to duty in an operating unit# During the last war, roughly 
40 percent of those who completed recruit training were selected for 
advanced schools; 10 percent were selected for special billets, immediate 
rating or oocsaiesioningj and the remaining 60 percent wore assigned 
direotly to ships or stations#* Those assigned to advanced training were 
distributed, upon completion, to operating units or shore activities# 

Skills and abilities do not stay static • The great majority of 
raen are continually advancing in profiolency by training, which is 

* Personnel P.esearoh and Test Development in the ^Urenu of Naval y 
Personnel ^ od# by Dewey D# Stuit, DC DR, USB (Princetoni Princeton 
Utoivorslty Press, 1947), p# 23* 
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recognized by promotion* Sore© are casualties of wr, accident, or 
maladjustment* During peacetime, sane are lost to civilian Ufa* 
Redistribution is necessary to meat fluctuating needs, to provide 
pronotion in position as well as in rating, and to aid morale* The 
fluctuating needs which must be met arc expansion, shift of emphasis, 
technological advances, and unbalance due to heavier attrition in soma 
activities than in others* lien who are promoted in an activity which 
ha a no vacancy in the complement or allowtince must be redistributed to 
activities which have a vacancy, otherwise talent is wasted. In the 
field of morale, redistribution is necessary because of the rigors of 
certain types of naval duties* Rvory man should receive hie share of 
shore duty If ho deslree* This require* a sea~*hore rotation program* 

For various motives, men desire a change of duty periodically* This 
requires a program for granting such requests after a prescribed period 
of service if oonditlons permit* A periodic ohange of duty in peace* 
time also has merit in providing broad experience and training for 
regular personnel • Technological advances require oontinuous schooling 

in new techniques and equipment with subsequent reassignment to activities 

# 

which can utilize these skills* Men must be returned to the United States 
for leave after long periods in the war zone* As It is usually not 
practical to return the ships or transport the personnel baok to their 
previous ooms&nds, they must be reassigned to local ships, aircraft, or 
shore duty* This is an excellent source of personnel to form the nuclei 
for new ships and aircraft squadrons because of their battle experience* 
Distribution in the Navy is a continuous process* All the men 
they have, they must use and use effectively* All they get, they must 
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train themselves in most oaees* The now man must be distributed and 
trained, and the experienced men must bo redistributed and trained* 
Training, like distribution, is a continuous process* Distribution 
involves the store consequential adjustments in the continuity of advance- 
ment in skill and ability -whether within an activity or in school between 
permanent duty stations* It is the adjustment of the job to the nan as 
his abilities increase and the nan to the job as the jobs change* 

k specialized phase of distribution is placement. At some point 
of the distribution process, which nay amount to the movement of one half 
of the Navy’ s manpower strength within a given year, the skills of each 
individual as an individual must be matched with the specific needs of 
•aoh ship or other naval aotlvity* This is the point between the mass 
provision of manpower of certain specifications to the fleets or type 
commands and the assignment of specific duties to a given man by his 
commanding officer* This placement phase of distribution where each 
specific man it assigned and withdrawn from eaoh specific basio team 
Is very important* It is so crucial that the bulk of this study will 
bs devoted to It* The highest echelon in the distribution hierarchy 
must provide the raw material, the necessary technical schools for 
training, and the oo-ordination of distribution of manpower throughout 
the service* Other high commands must distribute this mass manpower on 
through the ssrvloe* It is the placement phase, however, that must 
insure the full utilization of oaoh epocifio man* a skills and abilities 
and operats the details of the training-distribution cycle • The place- 
ment phase of distribution will be discussed in detail in the following 
chapter* 
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Tho Bureau of 2. aval Personnel 

The Bureau of Naval Personnel, whloh will bo referred to here- 
after as Supers, is tho central personnel agency of the Navy. It has 
technical control over personnel adnini strati on in tho naval service* 
Technical control is defined as "the specialised or professional 

guidance and direction exercised by an author! ty of the Naval Establish- 

2 

cent in technical natters." BuPers legal authority over navel personnel 

3 

natters is established in the If* s* Navy Regulations. Under the 
direction of the Secretary of the Navy and tho Chief of Naval Operations, 
the Chief of Naval Personnel, who is the head of BuPers, formulates all 
basic policy and directives in personnel natters* This policy is set 
forth in tho BuPers *anual and by orders of more temporary nature* All 
policy and orders issued in the none of the Chief of Kaval Personnel to 
the naval service have the sane effect and authority as if they had been 
signed by the Secretary of the Navy* 

In the field of distribution. Supers has many responsibilities* 
Through its recruiting agencies, it must procure the new non and women 
to maintain the Navy at the strength specified by the Personnel Allocation 
Plan determined by the Chief of Naval Operations* These new people must 
be trained in the several recruit training centers which are under the 
management control of BuPers* anagenent control is defined as "the 
direction exeroised, in other than military matters, by an authority of 
tho Naval Establishment over a unit of the naval establishment in the 

® U* S * Navy Regulations (TiSshingtcm 1948), art. 0405* 

3 Ibid., art. 0440* 
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adninl strati on of its looal operating functions*'** Upon completion of 
recruit training, BuPers distribute* these recruit* to the fleets, chore 
activities, or advanced school* dependent upon the cr-cr-all needs of 
the service. BuPers exercises management control over all school* 
except the fleet schools, assigns quotas to naval activities and the 
recruit training centers, establishes or Bp prove* the course* of 
instruction at each school, and distribute* graduates, other than those 
sent from naval activities on returnable quotas, to the fleet* and shore 
activities* 

BuPor* also controls promotion to give recognition to advanced 
skills by conducting Kavy-sd.de examinations for qualified candidates 
and authorising promotions for the top successful candidates in accordance 
with the needs of the service, and legal and budgetary limitations* 

BuPers controls the sea-shore rotation program, lien who have served the 
prescribed number of years at sea are eligible to request shore duty 
in the area of their choice. Lists are constructed for each rating or 
rate, and men are arranged on those lists in accordance with the period 
of tine they have been at sea since their last tour of chore duty, As 
vaccncies occur in the shore activities, fleet personnel with the 
greatest period of sea sorvico in the particular rating or rate desired 
are ordered ashore, providing tho locality of the activity is within 
the Units stated in the person’s arcs preference • Personnel whose 
tour of shore duty has expired are distributed back to tho fleets* 

The receiving stations located at principal ports or centers cf 
naval activity act as the way-stations In this constant flow of p.an- 
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Ibid*, art* 0406* 
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power* They &ro attached to the naval di striate, but are under the 
mannEonent control of BuPers* I'en report to theeo stati one for many 
different reasons. A few exanples will serve to illustrate. ’<en 
returned to the states for leave and reassignment report to the 
receiving station nearest their hone for reassiganent • The complement 
of a deactivated ship may report to a designated receiving station to 
await 5 to orders, yen awaiting transportation to a new station will 
report to a port receiving station* lien to be separated fren the service 
will be sent to the nearest receiving station to undergo discharge pro- 
cedures. These are a few of the reasons for the existence of receiving 
otations. It is necessary to have sobjo center where turn con be berthed 
and fed while awaiting orders or transportation* Each receiving station 
oust keep Supers continually advised as to the nesses and qualifications 
of the nan awaiting assignment in order that they nay bo assigned as 
rapidly ns possible* 

In order to distribute the available manpower efficiently, BuPers 
must know the needs of the fleets and the naval districts* This 
information is obtained from the monthly reports of the various PAHT’s* 
The reports relay infonaatl on regarding the c ora.pl one rrts or allowances 
of the mo^or commands by numbers, ratings and rates, and what they 
eotually have, with their anticipated monthly losses* BuPers mat 
distribute the available skills to those comar.de which have the greatest 
shortage of each particular skill available* Ovor-all shortages must 
be rectified by the Kavy*s training program* BuPers distributes to the 
two fleets and to the naval shore establishment (the bulk of these coning 
from the sea-shore rotation program)* The diagram on page thirty-one 
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Illustrates the top channels of personnel distribution* Except la 
special cases, EuPers deals In large maibore of men with parti oular 
skills and, therefore, oannot be regarded as a placement agency* 

BuPers acts as the center of manpower distribution* It must pro* 
cure the neoessary new recruits and must establish training programs and 
schools not only to prepare the new men but to assist the fleets in 
advancing their own training programs* It distributes mass manpower 
between the major centers of naval activity* It alone cannot meet the 
needs of the nmerous naval activities without Intensive training efforts 
by each baslo team* It must co-ordinate the efforts of all concerned 
with the training and distribution of naval manpower to aooaaplish the 
Havy’s mission* 

The organisation of the top eohelons of BuPers is illustrated 
an page thirty-three* The organisation of tho Distribution Branch which 
is one of the branches of the Enlietod Personnel Division is illustrated 
on page thirty-four* The Detail Section Is an important agency In the 
control of the movement of the Navy* s manpower* 

Distribution by the Fleet Cccmanders 

The Comnmndors-in-Chief of the Paoifio and Atlantio Pleats are 
responsible for personnel administration within thoir respective 
com ends in accordance with the dlreotlves of EuPers and within the 
limits of authority delegated to them* The Commander, Service Force in 
each fleet is responsible for the logietlcs support of the fleet* As 
suoh, he it delegated the authority and responsibility for the pro- 
vision of personnel to the fleet* The fleet oomander establishes 
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fundamental policies, but the details of execution are the responsibility 
of the fleet’s service force commander. The fleet personnel officer is 
assigned the Service Force Cocrjander’ s staff. Supers does not exorcise 
functional oontrol over the fleet personnel officers. However, the 
fleet personnel offloer is responsible to the fleet’s service force 
ooosaander who is in turn responsible to the fleet ooamander that SuFers 
policies and directives are carried out. In the name of the fleet 
ocwsisnder or the service force ooemander, depending on the policy to be 
promulgated, the fleet personnel offloer issues suoh directives to the 
fleet and the type and area cocmanders as nay be necessary to carry out 
the discretion granted by BuPers In personnel matters. Havy-wide 
directives of BuPers are binding on all naval activities unless they are 
specifically exempted. It is not necessary for commanders in the chain 
of command to reissue then to their subordinate oommands. The fleet 
compandors may amplify BuPers directives within their own fleets as 
far as they feel necessary provided they oanply with the intent of these 
directives. 

The fleet personnel officers distribute the men made available 
to them by making them available to their type and area commanders. 

By the use of the monthly PA Ml reports (the Composite Strength Reports) 
oonoemlng their subordinate oocmandg, the fleet personnel officer 
maintains statistics on the strength of eaoh of these subordinate 
oceunands* By comparing the cn-board count of eaoh rating and rate with 
the complement or allowance (whichever la in effect), the shortages In 
eaoh subordinate command can be determined. The available manpower can 
then be made available to that type or area ooramander who has the greatest 
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need for each particular skill* 

A special situation exist* in the Pacific Fleet, due to the 
distance between Pearl Earfcor, T • H • , where the fleet and sendee force 
commanders are located, and the continental U *S *A • The Canmander, 

Western So a Frontier, located in £an Francisco, not* as the ws st Coast 
distribution repra sentati ve of Cosaander-in-Chief, Pacific Fleet* His 
central location in relation to continental shore activities, the 
majority of the type commanders, and centers of embarkation reduces the 
ooasmnieation problem considerably* As Colander, Service Force, 

Atlantic Fleet is located in the continental U*S*A«, this problem does 
not exist in the Atlantio Fleet* The Commander, Western Sea Frontier, 
under the oantrol of the fleot commander through the fleet personnel 
offioer, distributes the manpower made available to the Pacific Fleet 
to the various type and area commanders of the fleet in accordance with 
their needs* 

Intrafleet redistribution is accomplished by the fleet personnel 
offioer* Redistribution may be resorted to in order to balance personnel 
shortages which may develop in any one of the subordinate command* If 
the input of personnel from outside sources does not suffice* A forward 
area rotation program between ship and shore duty it oonduoted by the 
fleet commanders to pexmlt men attached to the see commands to request 
and be assigned to an area command ashore after meeting certain require- 
ments* The men aocepted are then made available to the commander of the 
area of their ohoioe for assignment to one of his shore activities* 

This is the primary source of manpower for the forward area shore 
activities* The balance is made up from their share of the available 
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men from sources outside the fleet* A similar program exist* in the 
fleet’s shore billets In the continental U.S*A* Personnel attached 
to sea commands may also request transfers within their command to 
other units of the fleet not under their present type commander* These 
requests are sent to the service force coanander* The granting of such 
requests is dependent on the endorsement of the type commanders concerned 
and the geographical proximity of the two ships or aircraft squadrons 
Involved* 

In times of naval expansion, the fleet oommander* may be required 
to maintain pre-cocKiissioning oenters for the assembly of crews for 
ships being constructed or re-oommiesioned* The nucleus of orewe mast 
be procured from experienced men from the ahipe of the fleet* The 
balance of the crews is assigned from manpower made available to the 
fleet from BuPers* Men of the fleet may request euoh duty if they can 
fulfill established requirements* Their withdrawal from the aotive 
units of the fleet will depend on whether or not they oan be spared and 
on the needs of the pre-eorjsissioag centers* The men ordered to these 
oenters are formed into balanced crews shortly before the new ships are 
commissioned* 

The Fleet Personnel Officer suet administer the BuPers school 
quotas assigned to the fleet* Some may be mandatory, if a great need 
exists in the Kavy* These, he must apportion equitably to the sub- 
ordinate commands of the fleet* Some men who are sent to the BuPers 
administered schools are returnable to their original teams and tome 
are not. Quotae which are optional, he assigns to those ships or other 
fleet activities which submit requests* Service Force letters infora 
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the fleet on whet schools are available. The fleets also maintain their 
own schools* These are directed by the fleet training command whose 
oo.vcaander my be regarded as a typo commander* Quotas in suoh fleet 
schools are available upon request to the local training oosmnd activity 
or in sane oases to the school itself* Tho fleet schools are maintained 
to supply the fleet with facilities for speoial training needed in 
shipboard billets* They devote much time to training the subteams of 
the ships and air a raft as units* Ships usually utilise these schools 
when they are going to be in port for the necessary period of tine* All 
these schools provide a mans of Increasing the skills of the Kavy’a 
manpower and are very important to the distribution oyole* 

The fleet command* represent the seoond echelon in the ohain of 
distribution responsibility* They distribute the manpower made available 
to them to their type and area connundere, in aocordonce with their needs, 
for further distribution* They deal with large numbers of men but are 
one step closer to placement. In a few oases where special qualifications 
aro involved, they may aotually assign persons by name to a basio team. 
This is the exception however and is always subject to tho concurrence 
of the type or area commander concerned. They are also responsible 
for insuring that adequate training programs are pursued within the 
fleets for the advancement of men in skills to meet existing needs. 

They are not only responsible for the effective distribution of the skills 
available to tho fleet but for keeping BuPera informod of the present 
and over-changing needs of the fleets in order that d5 stribution and 
training programs nay be adjusted to meet these needs* 
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PUCEK«H IM TXR SfjtVY today 

The Prlnoi pie g of Naval Flaocnent 

Placement is the end phase of distribution* 7t le the assign* 
vent of individuals to specific boeic teams in the light of the needs 
of those teams and tho qua lifi oat lens of the available men* Assignment 
of groups of Individuals with no sldll or narked potentiality nay be 
Included, but the assignment mutt be to a spool flo basic tease to be 
considered "placement *" BuPere and the fleet commander* distribute 
mas aggregates of manpower on the basic of filling type ocmsand and 
area command complements or allowances of specific ratings or rates* It 
is the type or aree commander’ • personnel officer who places eaeh of the 
individuals of these groups as Individuals in a specific basic team to 
meet a particular existing or future need* 

Under ocrtaln eirauastanoee job codes may be used in the bulk 
distribution of BuPere end the fleet coRsaanders* This Is common in 
ratings whioh are a combination of several baeio skills or in the very 
technical skills* An example of the former would be the ship serviceman 
rating which inoludet such skills and special job codes as store operators, 
barbers, beauticians, tailors, laundrynen and dry oleanere, end cobblers* 
Tn the oase of very technical skill*, distribution by BuPers and the 
fleet commands may approaoh placement, a* the number of basic teams which 
would reoulr# an advanced technician say be severely United, but it never 
quite reaches placement due to the position of the type or erea commander 

SB 
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in the distribution chain. In other words, the higher distribution 
agencies provide the broader skills, potentialities, or unskilled man- 
powor to met over-all needs* The provision of a specific Eavy skill for 
a specific job is the problem of placement* This may be accomplished by 
specific assignment of available skilled men or by assignment of men 
with potentialities who can b# adjusted to the existing needs by further 
training under the basic team’s training program* 

In redistribution, higher o amends are primarily concerned with 
filling quotas in the schooling and general rotation programs* The type 
end area oossnanders are more concerned with maintaining their ships, 
aircraft squadrons, and shore stations in balance, filling existing 
shortages In the basic teams, replacing losses which the team cannot 
replace by reshuffling those already assigned, and insuring the necessary 
on-board training and use of technical schools for present and future 
requirements of eaoh team* The basic team is the focal point of training 
for spool fio need* and eaoh met pursue an efficient training program 
of its own, in addition to utilising existing schools as much as possible* 
nevertheless, the speed of training cannot always keep up with losses* 
Where this situation arises, the type or area commander must take steps 
to correct it, or he will have an inoperative ship or ineffective station 
on his hands* 

Plaoemmt with all of its ramifications is the primary function 
of the type or area commander’s personnel officer* It is this officer 
who rust assign in the name of the type or area oossaander, John Jcnes, 
Interior Cccssanications Fleotrieian Second Class, qualified to repair 
gyro compasses, to that spool fio basic team in the type or area o cost, and 
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which is in the greatest need of hi® talents* The specificity of place- 
ment varies directly with the degree of proficiency of the skill pos- 
sessed by the roan to be assigned or reassigned* There is a considerable 
difference between assigning John Jones, previously described, and Bill 
Smith, seaman apprentice, who has no speoial skills and no known 
potentialities* Unskilled recruits may be assigned to basic teams in 
groups* No ship can use 100 percent ekilled men at any given time 
efficiently ae approximately 40 percent of its billets call for abilities 
which can bo learned in a relatively short period of time on board* Same 
members of the orew must sorub the deake, clean the compartments, carry 
the arnmnition, and perform many such menial duties* This would hold true 
in varying degrees for shore stations* A skilled person would quickly 
beocme frustrated by being required to devote a large portion of hie time 
to menial duties* However, the persons performing these duties must 
be in constant training for higher skills to meet future needs* Most 
experienced officers agree that petty offloere should have had general 
duty experience during the beginning of their careers* This i® one of 
the more logical arguments presented against sending persons direotly to 
advanced schools after recruit training and also against rating persons 
who have had no sea experience* The distribution program should Insure 
that all men are given the necessary basio experience Important to future 
advancement* 

Placement la not perfect, as there are human and measurement 
limitations* It has not progressed to the stage where eaoh person oan 
be assigned to a definite billet on eaoh team* The commanding officers 
of the baeio teams still have discretion in assigning specific duties 
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to each man, limited only by the requirement that he utilize the skills 
that are provided in an efficient manner* Tilth a limited supply of 
•killed men, such persons must be used efficiently* If they are not, the 
whole service suffers along with the basic team* Efficient utilization 
of skilled msn Is one of the factors in rating the efficiency of teen 
commanders* rhen they are hoarding skilled men needed elsewhere, they 
oan be withdrawn for use in a situation where their skills are needed and 
will be used* 

It is fimly believed that the discretion in duty assignment should 
never be taken from the oosarsanding officors* They are responsible for 
the performance of their team* They alone, assisted by their officers 
and petty officers, are In a position to observe eaoh man as an Interactive 
force on the team* It will be scene time before adequate measurements of 
aptitudes and personalities are developed so that placement con bo perfsot* 
In other words, so that the shape and dimensions of eaoh billet Is known 
and the skill and personality of eaoh man is known so that they oan be 
aatohod perfectly* If placement were perfect, it would in effect be 
extreme* Under present limitations. It would seem ideal to establish 
large pools of manpower In various localities with a euffioient supply 
of all skills, aptitudes, and personality traits which could be desired* 
Then the commanding officers could pick those persons who have the 
qualification* required to fill eaoh vacant billet in each spool fio team* 
However, this is impossible due to the United supply and a widely 
dispersed force* The most practical substitute Is the moat efficient 
placement system which can be devised under the existing limitations* 

Vaval duties are not restricted to the oooupations set forth in 
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the rating structure* Many general quarters stations, for examplo, may 
not be dlreotly related to a person** normal occupation* The chief 
yoeman nay make the best telephone talker for the bridge, or a seaman 
apprentice nay stake the best di rector-trainer* These special stations 
nay hare many factors which are related only indirectly to a special skill 
found among the Ilavy* s formal occupations* They are more likely to be 
related to particular human traits found in the personalities of oertaln 
people* The assignment of persons to special billets, such as general 
quarters, which are performed only a small part of the time is best 
accomplished by the oootmandlng officer, assisted by his officers and petty 
officers, as they are in a position to observe performance dally and under 
all conditions* 

This also holds for the assignment of duties to the unskilled and 
persons with minor skills* They will work Into a position on the teem 
in accordance with the abilities they demonstrate* Their personalities 
are also a major faotor which a distribution officer cannot be in a position 
to know* For these reasons, plaoemsnt cannot be more specific than it is 
at present, at least not until more adequate devioes to measure the apti- 
tute and personality faotors oan be established* Unskilled persons are 
assigned to ship* or stations in aocordanoe with their needs for raw 
manpower* ha they aoqulre skills, as a result of in-service or on-the-job 
training and experience, the qualification codes shloh will be assigned 
to them will give the type or area ooaraander’e personnel officer 
responsible for placement and transfer more adequate information so that 
later assignments oan be more cpeolflo* 

Thue, placement is the funotlon of fitting mass manpower into the 
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specific basic teams which are in the greatest need of each »an*» 
particular quali floats one . The complements and allowances establish 
the requirements of each basio team# Those are the skills or mere 
manpower required In normal operation# The skills of the mon available 
for assignment are indicated by the ratings, rates, and Job codes# These 
the placement officer can raatoh# The special abilities, personalities 
required for special conditions such as general quarters, and the specifio 
use of unskilled manpower is determined by ©aoh commanding offioor# 

Placement ae it exists today provides the general skills or aptitudee 
end in the case of higher petty officers the specific skills# In other 
words, placement fills those needs which can be codified in the rating 
structure and Job codes# plus the unskilled manpower in the numbers 
required# The greater the degree of skill required the more specific 
placement can become# Placement exists to assist the basic teams in 
meeting these personnel needs by two primary moans# The first is scientific 
assignment of the personnel made available from sources outside the type 
or area command* The second is careful reassignment of personnel wi thin 
the command.# Doth ere necessary and eaoh tends in seme degree to remedy 
the deficiencies of the other. Existing basic teams booorae out of 
balance due to numerous ffaotors. The balance must be aalnt&lnod by place* 
nent • Crews must be provided for the newly formed basic teems# This, 
also, is the problem of placement# 

In a later section, the functions of the type commander in the 
field of plaoeoent will be discussed# The functions of the area oemnander 
are very similar# It is believed that their problems are less pressing 
in this subject at present due to the look of wide ditpers'on of foroes 
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and lack of their mobility, the lessor dependence on any sub -team, and 
the faot that distribution programs appear to be set up to fuvor their 
needs. During peacetime, cr.ly personnel with sufficient time regaining 
in their current; enlistment to complete the required period of duty in 
the area are assigned to theta. This advantage is cancelled out in war- 
time due to the fact all personnel are retained in service throughout 
the war. 

The Pro-oonBaiesionlng Centers 

The pre-commissioning centers which exist during period* of naval 
expansion demonstrate the closest approach to the idea of perfect place- 
ment* At these oenters balanced teams are formed for eaoh ship about 
to be o omni eel oned. The advantage lies in the faot that each potential 
member of eaoh team is physically available for the personal assessment 
of hie skills, special abilities, and personality. Additional aptitude 
tests and porsonal interviews are possible, and eaoh individual con be 
fitted to a epecifio billet and epeoial station with scientific p re- 
el si on before the chip must beoome a working unit of the fleet* 

This type of placement aotlvity existed during the last war. 

They were located at or near the principal ship building centers. Their 
purpose was to organise and train the larger part of the crews for the 
new ships* The placement function was oarried on by the classification 
aotlvity within eaoh center. Hew men were classified and assigned to 
the ships' crews in aocordanoe with need. These classification 
activities performed three primary functions* (1) to provide balanced 
crews for the new ships, (2) to insure proper utilisation of eaoh man's 
skills and abilities, and (3) to assist the ship's officers to establish 
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efficient personnel administration within their commands# Theoretically 
the objective was to matoh the nan and the job perfectly# In practice 
this objective could not be net perfectly# The beet was done with the 
personnel provided by higher commands# After the objective was achieved 
as far ae physically possible, the reminder of the balancing process 
was used to Insure that each ship received its share of the well qualified 
and poorly qualified sen available# The centers inform d the higher 
distribution agenoies as to the needs of the various orews, that is the 
forrr.l naval skills required as oould be determined by the Navy's rating 
and job eode system# The prinoipal defects of the actual methods these 
oentere operated under were as follows** 

1# " • • • the laok of knowledge of quail fioatl one of key members 
of the orews, who were usually sent to the yard whore the ship was 
being built rather than to the pre-commissioning center# • • •” 

2# • laok of spool fio complement and billet data required 

in order to assign men properly# • • •" 

3# "• » • and inadequacy of time permitted for o las si float ion and 

assignment of the o row which precluded the 'pooling* of men with 
speoial abilities and quail fi cat ions#” 

Theoretically if more tirao had been available, these eenters oould have 
made readjustments in the original assignments during the training phase 
after the organisation of the crews# This was done in a few case*# 

One of the earliest scientific approaches (and an interesting one) 

* Pgrsonnel Be search and Teat Development in the Bureau of Naval 

Personnel , ed# by Dewey B# Stult, 1£PR, USSR (Princeton* Princeton 
University Press, 1947), p# 26# 
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to the problem of adequate classification and placement in a new crew 
was the "New Jersey Experiment” conducted in Ueroh 1943 at the 
Philadelphia Navy Yard, under the direction of Commander (now Captain) 

P* E* rowe 11, USI, who at that time had been assigned as Executive 

2 

Officer of the U*S*S* Kew Jersey, which was eoon to be commissioned* 

The plan, to sum it up briefly, called for the preparation of 
billet epeoifi cations, followed by the selection of the individual 
to fill each billet prior to the date of commission* Roughly, 

2,400 men were screened* The mechanic# of screening consisted of 
adminl storing the standard buroau battery a test battery , then a 
research etage, the BPRC Personnel Inventory and the National Research 
Counoil parallel test, a 20-minute interview of each man, followed by 
a reoont endation for his assignment* Additional tests for practical 
aptitudes were given, consisting principally of the telephone talker 
test, measuring ability to hear and speak over telephones, together 
with a measure of memory span, a test of night vision, and the visual 
test for prospective rangefinder operators and spotters which wae 
given by the Army Anti-Aircraft Training Command at Rlohnond through 
one of their mobile units sent to Philadelphia* 

The organisation to permit handling personnel at the rate of 2,400 
In 30 days consisted of a screening unit composed of Bureau personnel 
and ship’s company, mostly enlisted men with a few officer supervisors* 
This group administered the tests one day and filled in the necessary 
forms that night in order that the interviewer might have all data 
available the following day at the time of the interview* As a result 
of tests and Interview, the individual was recommended for an assign- 
ment and moved on to the Department Personnel Officer, who reviewed 
the test results, considered the interview and the recommendation, 
and either aooepted or rejected the individual man* If aooepted, the 
man reported to his Division Personnel Offioer, and at this point was 
again oonsldered and aooepted or rejected for assignment* If accepted 
by both Department and Division Personnel Offioer, he was entered on 
the miter roll and watoh quarter and static© bills* If rejected by 
either the Department or Division Personnel Offioer, he was returned 
to the Classification Center, where his oase was considered, and a 
second reoommendatJ on was made* If an individual was rejected three 
times, hit cate was presented to the executive Officer* 
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Captain P* E* UoRowell, USH, "Praotioal Application of Classi- 
fication Afloat," Proceeding s of the Personnel Officers Conference , 1949 
(Washington! Bureau of Kaval PeTsonnel,' 1949), "pp* 5-6 • “ 



By thi s procedure, the total of 2*400 men were ultimately placed, 
while 26 were rejected for all assignment# aboard ship* Of thess 26, 

14 had been instituti onal oarer at one time or another and were 
turned over to the doctors for separation from the service « 11 were 

separated* Those rejected by the ship but retained in the Kavy were 
returned to the Keceiving station with a flat st at errant that they 
would not be accepted on board* 

The "Now Jersey Kxporimont" represents an exception rather than 
the rule in now ship ccrasdesioning personnel practices* It is an example 
of what con be done in a pre-oocmd saioning oenter, if proper information 
is availnbls about the billets and adequate classification is used* It 
should be mentioned that ample men and a special status were afforded for 
this experiment* The possibilities of this specialized type of placement 
are great, providing the defects of World War II' a personnel system are 
eliminated* Proper job specifications for each billet on all types of 
ships and other naval activities will soon be an accomplished fact* The 
baslo problems which remain id 11 be in the classification of individuals 
and the provision of the type of crews required* Adequate time must be 
allowed, end all potential members of the crew must be assembled in one 
center* Close co-ordination with distribution activities will bo mandatory* 
A closely controlled system, auoh as this, would not work for ships already 
in operation, due to their wide geographic dispersion, but some of the 
baslo ideas of centralization might have possibilities* With well balanoed 
baslo teams on the ships going in commission, the problems of the type 
commander o are materially reduced* The quest! cm would then be the main* 
tenanoe of these teams, while losses take their toll* The idea of pro- 
commissioning oenters presents, at least theoretically, the possibility 
of perfect placement* Placement is less perfect for the type and area 
oasmander* to aooampllsh due to the physical dispersion of their basic 
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totes# and the volume of manpowr they must assign and bo recpongible fop* 

The Typo Commander 

The typo commanders are responsible to the fleet ooKxandor for the 

adrai ni st rati on of the ships within their oonmand* For the Conm&nder, Air 
Forces In the Paoifio and Atlantic Fleets, this inoludes airoraft squadrons* 
In tho distribution of personnel, they are responsible for the placement 
phase, insofar as it affeots their respective oooraands* On the staff of 
eaoh type ootamaeder is a personnel officer who, in the name of the type 
oocsnander, executes the placement function* The number of assistants this 
personnel officer may have vary with the size of the oannand* In effect, 
in the large staffs, it may be ana of these assistants who executes the 
placement funotl on or a combination of assistants under the broad plane 
formulated by the personnel officer* Tfoen the performance of the type 
oomnander is referred to in this section, the reader must realize it is 
the personnel officer or assistant personnel officers on the staff who are 
actually executing the funotlon, in the type oomaandere name and under his 
general or, in some oases, specific policies* 

In the placement of personnel the responsibilities of the type 
commander are several* First, he must place those persons made available 
to him for assignment by the fleet oomnander in one of his basic teams in 
aooordanoe with need* Second, he must redistribute those persons within 
the type command so as to maintain a balance between hie basic teams and 
Insure the full utilisation of eaoh skill available* Redistribution must 
be exercised with caution as will be explained later* Third, he must keep 
the fleet oenronnder Informed as to those coeds whloh cannot be satisfied 
within the ooasaand. Fourth, he must Insure that eaoh of hie baelo teams 
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it pursuing an effective tr&iairg program Including utilisation of the 
ii&vy’s schools at far as practicable* Fifth, he must provide for intra- 
type movement of personnel for moral* reasons* besides the placement 
function, he is also responsible fer all other phases of personnel 
administration within the command* 

Pep or t are received freer, the fleet personnel officer (in the nano 
of the service force coswonder) when personnel are available for assign- 
cent by teletype, radio, or letter* Tho typo cons oncer then determines 
the specific aecignaent and sends thi e by like near.® of corsaml cation to 
the command where the man is presently attached* Each availability 
report contains the following information on each man to be a c signed j 
the nano, service number, rating or rate, primary 30b code, secondary jo' 
oode (if any), and the date of eviration of the current enlistment (net 
a factor in times of emergency)* Groups of men in the first three pay 
grades may be reported by numbers only if their quel if! cations are identical* 
They then are assigned by numbers to eaoh of the basic teams requiring 
their services* All men are retained at their previous duty station until 
specific assignment ie received by the commanding officer of this previous 
duty station from the type commander* Transportation then commences to 
the new duty station* Leave may or my not be granted while in trunc.it, 
depending esn the circumstances* In many cases, leave has been taker, prior 
to being made available for assignment* TThore men are being transferred 
from a ehoro activity, they are retained cm the job or at seme job until 
their transportation begins* ?/hen they are made available from a receiving 
station they remain unproductive at the station until this transportation 
begins* This latter case is not desirable, but under cany circumstances. 
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cannot be helped* 3uch transfers are known as "straight line transfers*" 

£ 

This is illustrated on page fifty-two* As can be seen the advantage 
lies in the faot that in the majority of oases, the man remains productive 
until his transportation is begun* and the foot that he goes direotly to 
his new duty station without the loss of nan hours of productivity while 
waiting in assignment pools along the way* The norale advantage besides 
the insecurity in pools is the faot his family can receive immediate 
transportation to the new hone port with the can accompanying them* In 
brief, administrative delays have less effect on productivity of manpower, 
and morale Is protected* Unfortunately, the "straight line transfer” Is 
not always used, and men do accumulate in receiving stations while 
awaiting orders* 

In many oases, men have to be reassigned within the type eomraand* 
Because basic teams lose and train men in new skills at different rates, 
men made available from outside may not be sufficient to maintain a 
proper balance among the various basio teams in tha type oommand* In suoh 
oases, men say have to ba reassigned from one team to another* There are 
other reasons for suoh transfers, suoh as providing nuoleus crews for new 
ships and improving Individual morale* It must be emphasised, however, 
that reassignment. If not done carefully, may do basic teams more harm 
than good* It takes a great deal of time and patience to build an effective 
teas, and the constant breaking up of teams and the oontinued movement of 
personnel lessen the effectiveness of all teams, lower morale, and oause 

* Captain «fif* 0* Buroh, Jr*, UGU, "Enlisted Distribution," 

Proceedings of the Personnel Officers Conference, 1949 (Washington t 
Bureau of Naval Personnel, 1949), p* 63* 







Administration via radio, teletype, or letter. 

Available 

orders 

Physical raovcrxmt of personnel* 

• 1 — Peroon travels directly to new duty station 
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frustration ora tho part of those who are trying to build good teams. Ven 
do not like the uncertainty of continual movement. They want to feel 
that they belong to a tea*, and that the bard work retired bo build tho 
tear; will receive recognition. The following cages are typical of those 
whioh require reassignment within the type command. 

1. T'en sent to advanced tohoolo because of their quail float! one 
may have to be reassigned to another tean upon graduation duo to the 
fact their previous tean cannot use their new quail float! ons efficiently. 
Thie is neoessary to prevent wasting new and higher skills. 

2. Where a man has served a oertain period of time at sea, it 
should be made possible for him to request shore duty or transfer to 
another team. Suoh movement is good for morale and broadens experience. 
It is also good for the teams as It permits a slow influx of new blood 
and new ideas. However the turnover In any one team should be slow. 
Movoraent within the type command can be controlled by the type commander 
in many oases. 

3. Certain oases exist whero the type oomendor has little control 
over planned and systematic movement. One of these is the unexpected 
loss of key personnel end large numbers of men in the lower pay grades 
by order of higher command • These persons are withdrawn from the type 
command as a result of the rotation and cohool programs and for other 
naval activities outside the type command. Little planning is possible 
for tho replacement of these losres due to the laok of advanoe notice 
given. Therefore, if the basic teams do not have sufficient trained 
men available to replace their losses, they must be furnished from 
another souroe. The Input from souroes outside of the type command 



doos not always help at the moment as the typo of qualification* of 
the men available are not oo-ordinuted -with the qualification* of 
the men withdrawn. The only alternative available to tho type commander 
is to transfer the required qualified men from another basic team in 
tho type cos. mnd to replaoe the loss* 

4* Another situation which may necessitate reassignment oocur* 
during peacetime, when oonditions are good in industry* Heavy losses 
are continually plaguing the teams due to men leaving the service upon 
completion of their enlistments to earn greater pay in civilian life* 

At any time the shortage of any rating in tho fleet is nearly propor- 
tional to the demand of that skill in Industry* Sosas teams cannot 
train new shills fast enough to replace their losses* The only 
alternative, where the situation becomes serious, is to reassign men 
from other teams which have been able to train a few more men than 
wore required to replace their own losses* This is not a good pro- 
cedure, but where input from outside sources is not sufficient, there 
is no other solution, except to deactivate basic teams* This usually 
it not permitted* 

6* Hospitalisation and oausaltles take their toll of the team** 
members, but except where losses are high, such as might exist during 
wartime, the basic teem* training program car. replace suoh losses in 
most oases* In the highly skilled pay grades, this is not always 
possible, because of the many years of technical training required* 
Hence, transfer or requisition to higher echelons is required* 

6* Another factor mentioned earlier is advancement in position as 
well as in rating* A person who is promoted in a basio team whioh has 
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no vacanoy is trusted talent* Ho also presents a norale problem* In 
all fairness to the nan and to the service, he should be moved to 
another team which does have a vacancy in the position in which he is 
qualified end which needs him* Cuoh a problem may also bo solved by 
moving someone else who desires a new duty assignment to make room for 
the nowly promoted man in hie own team* The fact that a person wants 
to be challenged by his job and to feel that some team, i s in need of 
him provides the justification for such a move* 

7* Other miscellaneous cases for reassignment may exist* Some 
of these are personal in nature* Persistent malcontents should not be 
transferred to other teams, to become a burden on them* A person who 
oannot be salvaged to beoome a eo-operative and productive member of 
some team should be separated from the service » 

The typo commander cannot rely exclusively upon the Activity 
Distribution Reports in determining the needs of his baeio teams* These 
reports are received from the PAMI * s only once a month, and when they are 
received, they are at least a week behind the actual status of the basio 
teams* They do serve as a foundation for establishing each team’s needs, 
but they must be supplemented by some system of daily accounting within 
the personnel office* There is no standardized method of maintaining 
internal accounting systems among the type and area commands of the Navy* 
Each oooriand adopts whatever system seems to meet its needs* The systems 
in existence vary from excellent to unsatisfactory. Cone type and area 
oomnander* use elaborate display boards, others uso paper charts, and some 
norely thumb through the activity distribution reports, whenever a man is 
available for assignment* The problem is to maintain whatever type of 



56 

information is uced up-tc-the-c&nute * In other words, the information 
presented must reflect the on-board status, corrected up to the last 
person ordered to a particular basic team and the latoet kno tan loss* 
Anticipated losses must also be taken into consideration* TTkile personnel 
officer for the Contender, Crulsors-Destrcyers, Paoific Floet, the author 
developed a system which proved its -worth in actual operations* This 
system is atlll used in that typo command* In format ion received recently 
from officers on the staff indicated that the system proved to be one of 
the most efficient in the type ccKrjmd* of the Pacific Fleet during the 
rapid expansion of the Korean “ar* The fundamentals of this system will 
be described in the next section of this chapter* 

An Internal Personnel Control System for Type Commanders 

Any system of personnel control within a type eosaraand must be based 
on the Navy* a Personnel Accounting Plan as it is the standardised basis 
of naval personnel control throughout the service, and the necessary 
information is readily available* The instrument* available are the 
Activity Distribution Reports, the Composite Strength Reports, display 
boards, weekly ooples of the Personnel Diaries, assignments made, copies 
of orders to members of the baslo teams from highor commands, monthly 
anticipated loss reports from baslo teams, letters from the teams' 
commanding officers, and conferences with representatives of the teams* 
The objective of the system devised by the author was the presentation 
in a oonoise and visual form of the up-to-the-minute status and needs 
of each ship and staff of CruDesPao* This information was used to assl&i 
the persons made available to tho Type Commander, to maintain a balance 
of personnel on the ships and staffs of the Type Cosnand, end to withdraw 
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non of the derl rod quali ?i cations fop various commitments. 

The sryctfs: operated xmder tho r.oct severe conditions for the 
control of over twenty thousnrd non Resigned to more then oirhty~fiv© 
ships and ctr.ffs* On pent days, approximately ein hundred men were 
assimed to the basic term's. Tho issuance of ordere to ■r.enhrre of tho 
bade teams to satisfy requirements imposed by higher authority and intra- 
type transfore added to this figure. The bade tears ranged in else frr® 
a doctroyer division ctrawtander 1 r. allowance of three men to a heavy cruiser 1 * 
allowance of over one thou tend non. 

The status and needs of each of these bade teens mere displayed 

4 

on five Produo-trol Boards. A picture of such a board 1e displayed on 
page fifty-eight. Eaoh of the four large boards is 42g inches wide and 
39 inches high. The one small board used is 22^ inches wide and 39 inches 
high. The large board has 40,000 small holes imposed in Its rectangular 
surface, the snail board 20,000 hole*. On the left side cf each board 
is a mounted Enrdex with 100 card holders. Snail ivory finish pegs of 
various chapes and colors, caaa with numeral®, wero fitted into the snail 
holes in each board to Indicate allowances, on-board status, requirements, 
men in transit to those basic teams, and special qualifications for o&ch 
rating and each ship or staff. 

Fach bnsio team was assigned a vertical column of five rows of holes, 
known as the colutm. Bach rating and rate was assigned two horizontal 
rows of holes, known as the file. The rating groups and rate group® were 
separated by white strings which originated on the left side of the board 
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Produced by the Tassell Organisation, T'ostport, Connootiout ♦ 
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Illustration of a Standard 100 Item Produc-Trol Board 




i I i 4 i 



fa — VISIBLE RECORD PANEL — Holds 100 Record Cards, controls 100 items. 

0 — PEG HOLE SECTION — There are two horizontal rows of 200 peg-holes for each 

Record Card. 

Q — HEADING STRIP — Replaceable card strip calibrated in “Time” and /or “Quantity” values 

or other designated factors. 

Q — SIGNAL PEGS — Inserted in peg-holes to indicate “Time” and/or “Quantity” values or 

other designated factors. Available in various shapes and colors. 

0 — - “PROGRESS” TAPE PEG — A Horizontal flow line that indicates progress against any 

planned schedule. 

P — “TODAY” LINE A colored Vertical Cord that is advanced daily to show current date. 

Q — VERTICAL CORDS — Used to separate peg-hole section into “Time” and/or “Quantity” 

divisions or other designated factors. 

H LEGEND CARD — Shows what the various colors and shapes of pegs represent. 



and wore attached to an internal spring which allowed them to be pulled 
horizontally across tho board and. remain taut. The pegs loot ted in the 
first two vertical row* of holes in eaoh column represented the number* 
of persons in each rating actually on board oaeh team, “hoae numbers wore 
indicated by white pegs rith black msaoral* imposed therein* Those figure* 
were obtained by correcting the latest lotivity ri stribution ^oports with 
those pcr*onnol diaries received *ino® the date of each report. Tho result 
•was the actual on-board count in each rating and rate as of the date of 
the last personnel diary received. Copies of these personnel diaries were 
required by tho typo o errand er each week, with certain additional information 
written in by pen and ink. Tho third vertical row wae used to signal 
sped a 1 in format $ on an the qualification of men in those ratings where 
necessary* Various colored signal pegs were used for this purpose. Tho 
fourth and fifth vertical rows of holes in each column were used to indicate 
the number of person* in each rating or rate ordered, in transit, but not 
yet reported as on board by the personnel diaries* Thus, the total of the 
first-second rows and the fourth-fifth row* subtracted from the allownnco 
would give the shortage below allowance, as far as tho control situation 
was concerned* Jloro detailed information on each nun, ordered and in 
transit, could be found in one of the Kardex cards* One card was maintained 
for each ship and each staff. Then a person was ordered to the ehip or 
staff, the date tho order was issued, his rating or rate, Job codes, whore 
ordered from, and the reference to the order in the files were entered 
on tho o&rd of that ship or staff. These cards were oontinually ohockad 
and when each ram reported on board for duty, as indicated by the team* s 
personnel diary, the date of reporting was recorded on the oard as the 



60 



last entry concerning that individual* At that tine eaeh nan's name 
and all other information from the personnel diary was written into 
the latest Activity Distribution Report of the particular team to which 
he reported in the proper place, the fourth-fifth row of the team was 
reduced by one in the particular rating, and the first-sooond row increased 
by one* The numbers in-transit in the fourth-fifth rows were indicated 
by green pegs with black numerals imposed therein* The in-transit number 
was differently presented for men who had no rating designation and were 
in the first three pay grades* This will be described later in this 
section* Men ordered from basic teams were indicated on the display 
boards merely by reducing the on-board count of the particular rating or 
rate by one* Entry was made opposite the man's name in the Aotivity 
Distribution Report as to where he had been ordered* If it was an intra- 
type transfer, then tho regular procedure would be carried out for the 
team to whioh he had been ordered as previously described* Legends 
were affixed to each board for interpreting the meaning of the numerous 
colored pegs used for the aid of those not familiar with the system* 

Eaoh rating group maa allocated seven files* The top five Indicated 
pay grades 7, 6, 5, 4 and designated n on-rated personnel of that rating 
group* For example, a fireccmtrol teohnioian seaman (FTSN) would be 
located In the fifth file from the top in the ceven files allocated to 
the firooontrol technician rating group* This is illustrated in the 
example on page sixty-five* The bottom two files of the seven are used 
to Indicate priorities of need* The uppermost of these two files is used 
to indicate the need for toasters in the rating skill, the lower for 
journeymen* In most oases, the master skills in eaoh rating group were 
oenposed of persons in pay grades 7 and 6, the journeyman skills of 
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person s in pay grades 6, 4, end designated non -rated personnel of the 
rating group* In rating groups which had a low percentage of allowanoe 
In the upper pay grades, the master skills also included those of pay 
grade 5 (second class petty officers)* These groups, master and journey- 
man, wore used as a guide for placement, as will be seen later* 

In order to determine need, the number of people in eaoh rating or 
rate were not oomp&red direotly with tho allowance* Because of the wide 
variance in percentage of the allowance the type octnoand had in different 
ratings and the variety of types of ships and staffs in the type o eras and, 
eaoh type with a different allowance, a figure known as the "base figure" 
was used to o ampere an -board oount with* The "base figure" was determined 
by multiplying the team** allowance in any rating by a percentage (the base 
percentage) slightly higher than the type command* s percentage of allowance 
currently existing in that rating* In many oases the "base figure" was the 
allowanoe, or greater than the allowance if a surplus existed in a given 
rating* The advantage lay In the faot the "base figure" could be adjusted 
to meet the particular situation* It proved a flexible standard by which 
all chips and staffs oould be compared equally* In ratings which were below 
allowanoe a destroyer with a small allowanoe in ratings would be at a dis- 
advantage if the priority designator was the allowance minus the on-board 
oount when compared with e cruiser with a greater allowance* An example 
will be shown* 

Case I 

Allowance used in a rating with a shortage of W%» 

Destroyer allowance of masters in rating X - 2 
Cruiser allowanoe of masters in rating X - 12 
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Destroyer on-board oount - o 

Cruiser on-board oount - 0 

Destroyer priority desim&tor - 2 
Cruiser priority designator - 4 

In Case I attention would be di rooted to the orulser when a Blaster of 
rate X was available when in reality the destroyer was In dire need and 
the orulser had more than its share* 

Case II 

The base percentage of SO percent used with a shortage of GO 
percent, using the same allowance and on-board oount as in Case I* 
(Apply SO?! to the allowance in Case I to determine the base figure) • 
Destroyer priority designator - 1 
Cruiser priority designator - 0 

In this case the personnel officer's attention is directed to the 
destroyer and not the orulser* 

It Is realised that the use of daily adjusted percentages rather than a 
base figure would be more aoourate, but the time involved in continual 
computation would present a difficult problem* The base percent a go was 
usually maintained slightly higher than the type percentage of allowance 
in any given rating group* This would permit an ample number of priority 
designator pegs on the boards to place rapidly any above average number 
of men in a given rating if received* For example. If the number of 
master eleotriolans mates actually In the type oosnand was 200 and the 
allowance was 300, the percentage of allowance would be 66* The base 
percentage would probably be set at the beginning of the month at 70 
peroent* Thie would porait a gain of 10 such men during the month and 
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as this would be the maximum poae&ble to expect , there would be e 
eufficient number of priority designator pegs to assign thla gain without 
reworking all the figures* The base was adjusted once each month by the 
personnel officer* The limiting faotor on setting the base too high above 
the actual percentage of allowance ia the advantage of the larger ships 
increases as the difference Increases* 

These priority designators are indicated by use of red pegs with 
black numerals imposed therein* It is a rapid means of drawing attention 
to teams with the greatest aetual needs* 7fhon a person was available for 
assignment, one had only to run his oye across tho boards in the particular 
file and attention was quickly direoted to that team with tho highest 
number* This meant the greatest need* The priority designator only served 
as a guide, however* The rating structure also was studied along with 
the person's job code* The priority designators quickly singles out those 
teams with the greatest need for more careful study before actual place- 
ment of men available to assign* 

Future losses also had to be taken into ao count * These were 
represented by yellow pegs with blaok numerals imposed thorein and were 
placed alongside tho red priority designator* An example of this will be 
described below* 

ffhen a person was assigned to a ship, for example, the priority 
designator, red, if there are any, then yellow, would be reduced by one 
and the in-transit rows (fourth-fifth) of tho ooluan increased by one* 

The simplicity of this method permitted any experienced person in the 
personnel of floe to make efficient asslj&smonts* 

Enlisted personnel in pay grades one through three who wore not 
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designated In on© of tho ratine croup* were lumped together In th* general 
rate group** For example, all seamen, seaman apprentice, and seaman 
roorultc wore lumped together In the seaman group* The sam© was done for 
firemen* In eaoh baric team’* column, eaoh of these groupc had three 
files* The top file Indicated the on-board oount* Tho third file 
Indicated tho number of in-transits* The second was used for any special 
Information desired* The priority deei gnators which controlled input 
Into eaoh basic teen in these first three pay grades was the total on- 
board count plus In-traneits found in th* last file of each team on th* 
last board* This nuabsr was kept up-to-date as people were ordered In 
and out* A base «nt not used as it was easy to memorise the over-all 
allowances of eaoh type of team and figure percentages in ones head* 

These again were used as a guide* Firemen, for example, were not given 
to teams whioh had a low over-all count but which had ample firemen* Tbe 
relationship of eaoh group to its allowance was considered in eaoh case 
before plaoenent was made* 

A portion of a display board is illustrated on page sixty-five* 

The example presented in the title column, tho allowance column, and the 
status column of the U*S*S* Able (a hypothetical destroyor)* The example 
illustrates the files for the boatswain* s mate rating group (BM), the 
quartermaster rating group (Qtf), the seaman rate group, end tho ovor-ali 
totals* This information is eontinuod horizontally for all ships and 
staff* In tho type oosnand with an allowance column proceeding each 
different type of ship and staff* Tho rating and rate groups are 
continued vertically for all ratings and rates in the type oo-rrand • 

Staff* are usually presented separately as there aro few rating and rat# 
groups involved* The destroyer allowance in boatswain's mates is on* 
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chief, an© first class, two 3 »cand class, and three third class* At the 
Barter group inciudos chief and first class, the master allowance it two* 

I’or this example, the type eceraand percentage of allowance is 140 percent, 
therefore, the base percentage will be set at 160 percent* This permits 
three castor boatswain* a nates for each destroyer* The U*S«S* Able has 
one chief boatswain* * state cn board and one first olas* coon to report, 
being in-transit to tho U*$*S* Able at this moment* This leaves a 
shortage of one front the base figure (bate figure 3, on-board or in- 
transit 2)* Therefore, a rod number 1 peg is placed in tho master file* 

The present ohief boatswain* s mate is due to retire within four months* 

This is an anticipated loss which will reduce the IT*S*S* Able by one more 
master boatswain’s mate in tho near future* To keep in mind such a potential 
loss which will either reduce the group below the base figure within the 
four month period or further reduce the present shortage, a yellow number 
1 peg is placed next to the red peg in the meter priority designators 
file* The number of the yellow peg plus tho number of the red peg 
Indicates the total number in each group which the chip will be below tho 
base figure at the end of the four month period if no additional input 
is made* The period of four months was arbitrarily seleoted to permit 
early relief for ship# operating from tho home port for chert periods* 

For ships going to the forward area, this time period was extended for 
the duration of the cruise* For those latter ships, all red and yellow 
pegs should be removed before the date of departure from the continental 
lf*S*A* for tho forward area so that replacements will not have to be 
transported to the forward area* Thus, these ships ore top priority for 
persons with longer periods o? obligated service remaining* 
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To continue with the example, the allowance of the TJ*S*S* Able 
in journeymen boatswain's mate# is five* With a base percentage set 
at 90 percent, the base figure is five (taken to the next higher even 
number if a decimal results from applying the base percentage to the 
allowance)* A red number 2 peg is placed in the journeyman file* The 
seme reasoning holds true for the quartermasters* In tho example, the 
master base figure Is two, end the journeyman base figure is three* It 
oan be seen that one of the present journeyman quartermasters is scheduled 
to leave within four months* 

The seaman rate group in the example has an allowance of seventy- 
two* The TJ *S*S • Able base fifty-eight on-board with five in-<translt* 

The over-all total file will control the input of seamen and firemen* The 
white number 6 peg in the allowance column of the total file means that 
sufficient over-all totals of manpower are available to give each 
destroyer up to the total allowance minus five* The U*S*S* Able has a 
shortage of fourteen at the moment and oan receive nine more men of any 
rating or rate* The number in the allowance column of the total file is 
adjusted as the over-all manpower situation dictates* The problem as to 
which rating will fill the master or journeyman shortage is solved by 
studying the aotual ship's rating atrueture and job codes (If applicable) 
before assignment* In the oase of the tf*S*S* Able, it would be advisable 
to remove the red number 1 peg In the master boatswain* s mates file by 
ordering in a chief boatswain's mate* The only chief now on board is 
scheduled to leave shortly* In the key ratings such as this chief boat- 
swain's mate it would be advisable to place a colored signal peg next to 
the white number 1 peg in the on-board row in the chief file to signal 
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this need* 

It required three petty officers# under the supervision of the 
per* orai el officer# to maintain this system* One chief porsonnelm&n made 
the assignments# except special ratings which were called to the attention 
of the personnel officer# when personnel wore available* This enlisted 
nan decided on the assignment, reduced the priority designators and 
Increased the in-transit part of the column on each assignment# and 
entered the detailed information on the in-transit Kardex card* The 
second man# a personnels an first class# controlled the boards# by oorreoting 
tho boards for men reporting and leaving each teaa* Losses required that 
the priority designators be increased* This petty offloer reviewed caoh 
teen' a display periodically, when tine pemitted# to rectify any errors 
which night have oropt in* The third petty offioor maintained the latest 
monthly Activity Distribution Reports# by oorreoting them according to 
the latest personnel diaries received with write-in entries* Tftien the 
new reports were received once a month# all personnel of the offloo worked 
on transposing any write-in information not in the new reports to these 
new reports* The old reports were then filed* By this procedure the 
personnel officer was afforded a complete# concise picture of the 
personnel situation in the type ocr-rand at all times* Speolal plane# 
priorities# and the base were determined by the personnel officer and 
Incorporated in the visual display for routine execution by assistants* 

In addition to aiding the personnel officer in the efficient assignment 
and reassignment of personnel# the system was entirely abovo-board and 
the type command's status was available at all times to the ships’ 
representatives so that they could see their condition in relation to all 
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other* and also could eoe future plena for their commands* 

The large boards wore used In pairs* The first two oovered one 
half of the ratings, th* other two the seoond half of the ratings* Two 
boards twine the normal length would have served the purpose better* 

The snail board was used to display those ratings whioh were restricted 
to the larger ships, such ns tne special ropalr ratings. The staffs were 
also displayed on the smaller board* Other Eardexes were used to maintain 
speoial information* One was used to maintain information on special 
details of highly skilled personnel, arranged by skills, another displayed 
s ini 11 ar in formation, but was arrangsd by teams* Kith suoh Information, 
if a particular skill were required for sane special need, any person 
with suoh qualifications in the type command oould be quickly located* 

The system proved very effloient, but limitations were realized* 

TTo system can be more efficient than the existing placement aids permit* 

In wartime, it would have to be expended greatly to account for the greater 
sstphasis on specialisation* Greater use of job codes was being experimented 
with and was incorporated in many oases* To be highly effloient in war- 
time, assignments should be made by job codes, and the board® weald have 
to list the job codes rather than the ratings* Under the conditions 
(many shortages and need for broad training) which existed at the time of 
Its development, the system did meet the need of internal control* The 
Aotivity Distribution Report and the Personnel Diaries formed tho basis 
of the system* The Composite Strength Report was used to survey tho 
entire type command and determine percentages of allowance for the 
determination of base percentages and comparison with the over-all fleet 
percentages* 



CHAPTER V 



THK CRITERIA FOB A DISTRIBUTION SYSTEM 

The Need fo r Criteria 

Tn order to judge the pro e rat sycten of personnel distribution 
ee to its adequacy in meeting the Havy's needs rxd to determine -whether 
or cot some modification would provide greater effectiveness, the 
criteria for a distribution system must be established* These criteria 
rust be within the realm of possibility to be of value* While per- 
fection nay be striven for, it must be reeognizod that the Eavy 1# not 
a free agent* The impact of the federal budget, internati real cos® it- 
erate, and the national polioiea cause operating and administrative 
conditions beyond the control of the Wavy* Tike numbers of sen and the 
training facilities are United in tine of peace by the budget and in 
time of war by the requirements of other services and industry* The 
wages cf naval personnel are established by law# A part of the success 
in attracting the type of person the Eavy needs in time of peace depends 
upon the wages paid compared with those of civilian industry* fe curing 
new pay legislation is a time consuming process. The accord! on-like 
prepardr.esa program this country has pursued since the close of Eorld 
War TT has placed a difficult burden ur-on the system for distribution 
of personnel* The purpose of this chapter is to establish criteria for 
a distribution system which will produce the boat possible results under 
the conditions and limitations which can bo anticipated • 

Hone transfer of personnel between naval activities is Inevitable 
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Sera© conditions cannot bo helped, at least by the Navy, end the distribu- 

tion system nuot prov* do a soherre for the adjustment of naval manpower 

to these changing situations with the minlnua of adverse effect upon the 

basic teams and the individuals* Other transfers are a result of normal 

Navy business or for the benefit of the persons involved; these must be 

accomplished as efficiently as possible in order to reduce the loss of 

nan-hours of performance to the minimum oonsi stent with doing the 3 oh end 

maintaining morale* Any other transfers are due to peer distribution; 

these must be eliminated* C coriander D* A* Stuart, USN, Head, Fnlisted 

Detailing Section, BuPers, divided the conditions which cause a flow of 

personnel into two factors, the "policy factors" and the "operating 

factors*"* The "policy factors" are those beyond the control of the Navy, 

necessary for conducting the Navy’s business, and necessary to provide 

for the welfare of the Navy* a personnel* These are specified by Commander 

2 

Stuart as follows* 

1* Frequent and radical changes in the strength of the Pnvy* 

2* Changes in the structure of the Naval e stab II shment* 

3 * h'odi float!. on and changes in missions* 

4* Spool a 1 projects* 

6 * New construction* 

6 * >; ©activation of reserve fleet ships* 

7* Obligated service requirements of personnel of ships sailing 
for overseas duty* 

8 * Chort tours of duty for personnel at overseas bases* 

9 * sea-shore rotation of personnel* 

10* Transfers for humanitarian and personal hardship cases* 

The "operating factors" are those which con be improved by the distribution 
system and BuPers oolioy determination* Commander Stuart lists these as 



* Commander D* A* Stuart, 05N, "Permanonoy of Personnel," 
Proceedings of the Personnel Officers Conference, 1949 (Washington* 
Bureau of Naval Personnel, lG4^), pp* jszrr. 
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follow*! 

1* Short enlistments* 

2% ho w anil fit sent rote* 

3* Shortage of rated personnel* 

4* Poor distribution and detailing (placcncnt) • 

The first three "operating factor**' were not within the control of BuPere 

or the lower echelons during the year* proceeding 1949 in the opinion of 

the writer* They were the result of attempts to rectify the conditions 

imposed by the preparedness program of the country, the aftermath of the 

war, and high employment in civilian industry* The fourth factor is fully 

concurred with* A study conducted in BuPere analyzed the flow of personnel 

4 

from May 31, 1948, through June 1, 1949* It was determined that the 
average person was transferred to a new duty station cnce every two years* 
This means that ono-hnif of the Navy's manpower was in transit at some 
time during the course of eaoh year* This flow involved only the permanent 
transfers* The temporary flow to schools, hospitals, etc*, would add 
materially to the numbers involved* This flow of personnel cannot be 
avoided, due to the rigors of military duty and fluctuating requirements, 
but it can be reduced* in addition to this, it can be more equally 
balanced between the fcaeio teams and the Navy's personnel* 

Each criterion of distribution must be nulti dimensional In 
character, duo to the many Interrelated faotors whloh are involved* The 
principal faotors must be considered as a foundation for the detemlnation 
of the criteria* The faotors can be grouped under three categories* 



3 hoc* olt* 
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Ibid*, p* 73* 
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(1) the requirement* of the baelo teams* (2) the requirements of the 
individuals involved* and (3) administrative requirements* It mutt be 
remembered that the factors which make up these three fundamental 
requirements are interrelated and may at tlmeo work at c roe e-purposes* 
They are also complicated by fluctuating commitments and a fluctuating 
manpower supply* The distribution system must provide for a logloal 
balance as far as possible for the most effective results* 

The Requirements of the Basio Teams 

The first consideration as to what a distribution system must 
provide should be given to the fbndamontel requirements of the basio 
teams* It is through these teams and their oo-ordinated effort that the 
£avy is enabled to accomplish its mission* It is* therefore* of para- 
mount lmportanoo that they function effectively* It is the individuals* 
who are members of the teams* with their skills and abilities that give 
the basic teams their strength* Everything else* such as equipment* 
supplies* eto •* are auxiliary* The distribution system must provide the 
necessary manpower* This manpower must be effeotive* and it must be 
provided in the most effeoient manner* A ship mannod by a crew of 
quartermasters would not be effective* A distribution system which keeps 
a large part of the Kavy*a manpower la a non-produotire status is not 
effeoient* This inoludea unnecessary transfers* long periods of time 
in-transit between duty stations* aooumulatlona of manpower In receiving 
stations awaiting orders or transportation* and people in Jobs below the 
level of their skill* 

The first need of a basio team it a qualified man for each billet 
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whether it be a chief oleetrician' e cate to ruptrvlse the maintenance 
of the ship's eleotric plant or a teaman apprentice for a general billet 
in the deck foroe* Every billet requires a standard Kavy product, a 
man trained in the Nary* s methods and equipment* The more important 
the billet, the more experienced and trained a product will be required* 

The more technical the billet, the more specialised the skill which will 
be required* At present it is the complement or allowance established 
by BuPers whioh is used to determine the needs* In the future. It it 
anticipated that billet specifications will become of Increasing impor- 
tance * The idea of pre-oommissioning centers has a situation advantage 
in creating new crews because of the added placement aids available 
at such an activity* These are interview, personal observation, and 
additional testing for speoial abilities* With these aids, more 
accurate plaocsnent can be attempted* The future may bring more detailed 
classifications, which would serve as aids to the normal distribution 
activities for greater ao curacy* On the basis of determined needs, 
the distribution system eeleots the required personnel* The nucleus 
will come from teams already in operation, by transfer of those porsont 
with the desired classification from those teams whioh oan most afford 
the loss* The method used my be (1) the use of waiting lists of volunteers 
for new construction, (2) selection by name from oertaln operating teams, 
or (5) merely by requiring oertaln teams to provide so many men trained 
and qualified In specified classifications* Thatever method used the 
persons should come from those ships which can afford the loss* Further- 
more, the rate of withdrawal from any one basic team must be slow} 
otherwise, the team's effectiveness will be materially reduoed* This 
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requires planning, oo-ordination, end aocurafco records on the part of 
the distribution hierarchy. A portion of the team will cene from trained 
eon who are available for assignment, such as advanced school graduates, 
eon available on tea-shore rotation, or through rsaesignnents after 
leave, etc. The balance will be filled by recruits from ths training 
centers. 

The next problem for a new basic team Is integration. This it 
accomplished by organisation and teasi training. After the shake-down 
period, which is usually conducted by the fleet* s training command or 
an aviation training aotlvity, the baslo teen is ready to become an aotlve 
unit of the fleet. 

The seoend need of the baslo team is peraanenoy of personnel. If 
the teas: is continually being broken apart, no amount of training will 
ever bring it up to Navy standards of performance. Attrition of the 
tea a*e membership must be accepted, but adequate oontrols must be 
provided in order to Insure that losses are gradual. A slow Influx of 
new personnel Is beneficial. The primary peacetime cause of attrition is 
tho loss to the serrioe due to the failure of many men to reenllst. From 
the olose of World 7Mr II to the approach of tho present emergency, such 
losses ware heavy. Ths loss occurred mainly in the lower pay grades and 
in occupational fields where there was a civilian demand . The teams 
with high morale and desirable geographlo locations lost fewer men than 
the less fortunate teams. The result was a continual unbalance of teams • 
Where the training program could not keep up with losses, outside help 
had to be provided by oanni ball sing the remaining teams. This had an adverse 
effeot on the more successful teams as they had to provide men with the 
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neoec e..ry skill* and abiliti ea * The di etri buti on system must plaoe what 
persons it has available for assignments as carefully as possible* Be- 
morals from operating basic teams must hare the minimus adverse effect* 

In times of emergency* enlistments are automatically extended so thero 
ie no problem in this regard* Other factors become of greater signifi- 
cance during tines of emergency due to expansion* Crews must be provided 
for many new teems* Normal rotation of duty will offset permanency of 
personnel* but this is necessary* It is undesirable for men to serve 
their entire careers on one ship or even at sea from the standpoint of 
training and morale* This distribution system must provide for change 
either to other basic tesms at sea or to shore duty if the person so 
desires aftor a reasonable period of service on any one team* replacement* 
if required, should be available through the process of rotating others* 
notation poses less of a problem than losses due to separations from the 
service* A skill rotated ie replaceable from other sources in the 
rotation cycle* A skill lost to the service is replaceable only by a new 
recruit j obviously* in that case* the scales are unbalanced* The training 
program must bring the scales back into balance by a chain reaction* The 
skill leaving the service must be replaced by one on the next lower level 
of the training hierarchy* and so on until the new recruit fills the 
bottom position vacated due to everyone moving up one space* Losses to 
schools are temporary* with a greater future gain* If the school quota it 
ncn-ratumable, the basic team nay lose the service of particular in- 
dividuals permanently* but there is an over-all Navy gain* The distribution 
system must insure that a gain is realised by proper placement of the new 
skill where it can be most efficiently utilised* 



The important f&ctcre in pomanenoy of personnel are as follows j 
1 ♦ Trithdrawal should occur from teams which can host afford the 

loss* 

2* Withdrawal from any one tear, should he gradual and will planned 
3* Tithdrawala should result in *n over-all gain to the service* 
whether it be in effectiveness of toons or increased morale* 

4* replacement of withdrawals, 5 f required, should be from normal 
rotation if possible* 

The third requirement ie that every tees should receive its chare 
of those persons available for assignment* Rqual performance cannot be 
expected if the teams do not receive equal tree. treat* The causes of 
unequal treatment are pressure at some level of the distribution hierarchy 
the lack of advanced planning on forsoeable requirements, and failure to 
provide for possible unexpected eventualities* 

The fourth requirement is that relief be present in ran y cases 
whore key enlisted personnel ere withdrawn from the team* An example 
of this would be the oase of e ship with one master electrician on board* 
If he ie withdrawn for another commitment, it is mandatory that a relief 
with similar qualifications be on board before he departs* If not, a 
dangerous situation can exist* If an exooutive officer is not qualified 
to command, the ocstnanding officer certainly would not be withdrawn 
without hia relief being on board* A similar situation exists in the 
oase of key enlisted personnel* The distribution system must provide for 
this* This retirement has further implications* Relief* of specific 
qualifications and numerical reliefs must be available for placement in 
the team expeditiously, to maintain the team at maximum effectiveness* 



78 



This can be acoompllahed In peaoetine only by oarefUl planning and 
removal at propitious tines, such as whan ships or aircraft ara in port 
or at baaaa in the continental iJ*s«A* Otherwise transportation 
facilities must be used* This results in delays and lost nan -hours of 
performance, but at times it is necessary* Tn times of national emergency, 
if sufficient reserve manpower is available, there is an advantage in 
establishing pools of this reserve manpower at strategic geographical 
locations to replace unexpected losses inoident to war* The distribution 
system must maintain these pools at levels consistent with the possible 
requirements of the basle teams operating in the respective areas* 

The fifth requirement is the withdrawal of the ri ght persons from 
tho baslo teams when withdrawals are necessary* All too many commanding 
officers have the idea that if someone must be transferred, it should 
be the least valuable member of the team* This is human nature, but it 
results in a permanent corps of persons who are continually on the move* 
Tfherever they go, they are the first to be eligible for transfer* Their 
morale and their training are the price* This is the result of the 
Issuance of orders on a "so many of a oortaln quail fl cation" basis* The 
odd part of the situation is that these people sometimes receive faster 
promotions than the more permanent, better qualified persons* The 
author has personally known of oases where very poorly qualified men have 
actually been promoted in order to have the necessary quail float ions on 
paper to meet a withdrawal quota* The result is that the man did not 
meet the quail float! ons for the need for which he toas transferred, the 
Kavy as a whole lost, and there was a loss in morale In the permanent 
team who stayed behind* The distribution system must compensate for this 



tendency* 

The sixth requirement ie the need for advene e notice of plane 
insofar ae they affect the members of the basic teams • If it is known 
that a oertaln member of a basio team is going to be withdraw! in the 
near future, immediate steps can be taken to compensate for the loss, 
and a replacement may be made available without loss of time* By the 
time the person actually leaves, the basio team will be able to operate 
without hie sorriest in a better manner than if less notice had been 
received* This le a matter of planning and co-ordination on all levels 
of the distribution hierarohy* 

The seventh requirement is one which affects all teams alike* 

This is the holding to a minimum of the numbers transferred and the 
period of time persons ere in transit resulting in lost man-hours of 
performance* Permanency of personnel will reduce tho flow by reducing 
the frequency of movement* Straight line transfers will reduce the time 
any one person it in transit to a new duty station* in other words each 
person to be transferred should remain productive in his present billet 
until his new duty station is specifically determined* Be should then 
be transferred direotly to hit now duty station without delays in pools 
awaiting assignment* The transportation time also should be considered 
In making the new assignment* All other things being equal, it would 
not be praetloal to transfer a person from Sew York to meet a need in 
Pearl Harbor when a person of proper qualification is available in San 
Pranoisoo* Better yet, it may be possible to find the right person in 
Pearl Harbor* This suggests the advantage of the placement aotivity 
having wide geographic coverage* Transportati on tlmo can be reduced. 
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especially where basic teams are widely dispersed* There is also an 
advantage in having widely dispersed pools at times when reserve man- 
power aro available* The straight line transfer and the roduced travel 
time do not reduce the frequency of movement, but the period of non- 
productiveness and cost to the government are materially reduced* 

The temporary nan-productiveness of those persons in schools or 
undergoing reoruit training is a temporary sacrifice for greater future 
benefits* The limitations on the numbers of persons in schools are 
imposed by school facilities and the operating requirements of the basio 
teems* The distribution system must provide for expeditious movement of 
tralneee in order that this period of non-productiveness is reduoed to 
a rdnimua* 

Another factor in the non-productiveness of personnel recults 
from placing the man in the wrong team* If the team does not have a 
vacancy where the man’s skills and abilities can be used, he will bo 
assigned to whatever duties the teams may need or to unnecessary tasks* 
In the oase of a skilled man, the duties assigned may bo completely 
foreign to him or below his level of skill* The former results in lost 
performance and possible frustration* The latter results in lost 
potential and lost morale* In an organisation the else of the TTavy, 
there are vacant biliete which can efficiently utiliso all available 
skills} at least a very high positive transfer of training is possible* 
Tn other words, the new ^ob will require qualifications basically 
similar to the man’s qualifications* The greater the number of basio 
teams under a given placement offleer the greater the possibility of 
finding the correct billet for each mar.* Thus for efficient placement 
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wide cover©®* 1* necessary* If the placement coverage i s small, th© 
higher level distribution activities must be more spoolfio in their 
distribution, so that all skills nay be efficiently utilised* The more 
spool fic the distribution, the closer the placement it becomes and the 
greater the reason for eliminating a subordinate placement activity and 
permitting the distribution activity next above in the hierarchy to 
perform aotual placement* 

These are the fundamental requirements of the basic teams* They 
oan be summarised as follows t 

1* The right person for each billet* 

2* Permanency of personnel* 

5# A fair share of available personnel for eaeh team* 

4* Expeditious provision of reliefs* 

5* Seduction of th© corps of permanent transients* 

6* Advance notice of transfers whore possible* 

7* P.eduotion in th© quantity of nonproductive personnel* 

Requirements of the Individuals 

All too often the human element is overlooked in a big organisation! 
when looking for an easy solution to a personnel problem, it is all too 
easy to say that "the needs of the service must oome first*" High morale 
is necessary for effectiveness in any hasio to«m* The development of 
morale ie a requirement for every naval aotivity* Hunan beings oan take 
a great deal without loss of morale when they can see a reason* A person 
who is bounoed from pillar to post by a distribution system is likely to 
be unhappy to soy the least, and with good reason* If persons nuet be 
transferred, it should be done expeditiously, after a rzaxinuai of advance 
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notice. The feelings and desires of the individual should be considered 
in establishing the criteria for the distribution systera. 

The first requirement is that each nan be placed in a billet where 
he can use his skills and abilities. Efficient placement will mean 
success on the job to him. If the duties of hie billet are too difficult 
for him, he usually flails. If he cannot use his skills and abilities, 
he feels that he is wasting his time. If he is placed In a billet inferior 
to his level of advancement, his pride suffers and his morale declines. 

The second requirement is the psychological rejuvenation of en- 
vironmental change. After a certain period of service in any one basio 
team, the majority of persons in Navy life desire a change • Interests 
begin to shift to finding ways and means of obtaining a change of duty, 
and productivity begins to deoline* At this point, conditions permitting, 
the person should be moved. He should be moved to the new duty he desires 
es nearly as this oan be done* The return of interests to the job will 
increase productivity* Each man should reoelve hit share of rigorous and 
easy duty* This requires that the distribution system maintain a sea- 
shore rotation program fair to all and provide administrative means to 
permit transfers between basio teams at sea after a reasonable period of 
service in any one team or in special oiroumstanoes* The only involuntary 
part of a normal rotation program is the return to sea after a tour of 
chore duty* Soma people profor to remain ashore indefinitely* Some 
prefer to remain at sea* These people should be permitted to do so, 
as there is always a shortage of shore billets for those who deserve 
them* 

Tho third requirement Is the provision of fair selection methods 
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for now activities and toons * ?'any cceraanding officer* ar® reluctant to 
permit thoir best men to volunteer for new duty, such a* now construct! on, 
and when oalled upon to provide a nan of specified quail float ions, they 
designate one of the least valuable members of the crew* If the duty 
for which selection has besn trade ie undesirable, nobody's morale is 
affected except the unfortunate one who la choeen, and thore are many 
of them* If the duty is highly desirable or hae greater possibilities, 
those who are not seleoted, who know they are better qualified, are, 
resentful. The overtoil result of transfers for both types of duty is 
lost morals* Both tease suffer since the person transferred does not 
meet the need for which the transfer was ordered in the first place* 

•’TTame transfers'* In the case of petty officer* and at least "length of 
service" requirements in the case of the lower pay grades should be 
used* These would provide equal opportunity to all and standardise the 
methods used* Thie 1* definitely a problem an the placement level* 

Proper withdrawal 1* as important as proper placement* Both have an 
important effeot m the team involved* At certain times withdrawal of 
key people will impose a problem, but if adequate notice of intentions 
is given, the commanding of floor can submit reasons as to why it is not 
a propitious time for withdrawal of a certain man* If the disadvantages 
outweigh the advantages of the transfer, the order can be modified* 
Modification of orders should be an infrequent procedure, however* Seme 
commanding officers always give the most deserving person the chance, 
but the numbers of these commanding officers are all too few* The person 
who has been on board the longest and who has the required quail float ions 
should be the one transferred in the majority of cases* This Isa softs 
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thumb rule for tho placement officer# 

The fourth requirement is advance notice# Every men likes to cake 
preparations for a transfer# The unmarried man requires loss time than 
the nan with a family# Advance notice is especially important whore 
families must be moved# In 11 a ted men are like anyone else, they do not 
like to be pulled out on a moment* • notice and set daws far away# If a 
nan cannot arrange for the moving of hi* family, he beocrees bitter and 
is not as productive at his new duty station as he could hare boon if 
ooneiderati on had been given to his personal problems* Anyone who ha* 
been in the armed forces who has been given on© day to be on fcls way and 
who must tell Ms wife that she will have to attend to the moving herself, 
can attest to this# If the man was not bitter before, he soon will be 
after the fsiaily arrives at tho new duty station# Thing* are accepted 
during a time of national emergency whieh are not palatable during peace • 
Tn war, families usually remain stationary, and the quick movement of men 
is accepted at part of the urgency of the tine s * In most cases, advance 
notice i# possible, with proper planning and co-ordination, and It should 
be used# 

The fifth requirement is the desire for permanency. Arsons like 
change but not too frequently# Neither the morale nor the productivity 
of the permanent corps of transients will ever bo high# rhen a per sen 
joins the team, he wants to feel that he is a part of it# If ho know* 
that he 1* just passing through, his Interest level will remain low, 
and hi* productivity will be low# 

The sixth requirement is a minimum time in transit# When the 
time ccF.ec for transfer, the person wants to know exactly where he is 



85 

going and arrangements should be made for him to proceed to the new 
team as expeditiously as possible • Longer periods of travel trill be 
aooepied by the person, if he is going to a locality of his choice* 

Leave while in transit is important for married men, as it permits time 
to move the family and to find living accomodations in the new locality 
before reporting for duty* Urmarrlod persons should bo granted their 
leave before transfer unless a saving in tine lost in product} an oan be 
realised by permitting leave while in transit* If leave is permitted 
during transit* it should be for a standard period of tine* This will 
allow the receiving command to estimate the time of arrival for duty* 

The seventh requi rerent is that a promotion in rating should be 
aocomporded by a promotion in position* If a vacancy docs not exist* 
one ehould be created for the person* or he should be transferred to a 
town ■which does hare a need for hi o services and can give him the position 
called for by his new rating* whioh is important for morale* tf nny hold 
tho bolief that when a person is promoted to chief potty off! ear, he 
should be transferred to a new basic team* This permits him to divorce 
himself from hie previous position as "cm© of the boys" and have a good 
start in his new responsibilities* Another cnee exists where a careen 
has been demoted for disci plinsiy or administrative reasons* Transfer 
facilitates a fresh start* 

The eighth requi r«msnt is provision for moans of recti fying 
hardships* Inhere a difficult situation can be rectified only by the 
serviceman* s presence, the person should bo transferred to the naval 
activity close at hie homo until his emergency is solved* If the 
condition cannot be rectified in a reasonable amount of time* then he 
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should be granted an adrini strati va discharge. Transfer or discharge 
should be resorted to only if emergency leave will not suffice. 
Humanitarian reaeons for transfer do ©isist and should be provided for. 
Consideration In time of trouble means higher morale in the future* 

In addition to those basio requirements of a distribution system, 
the general improvers at in efficiency which ie promoted by good personnel 
admini strati on on the part cf the basic teems and higher echelons means 
much to good morale. Good, morale means a higher reenlistment rate end 
greater productivity in the service. A high re enlistment rate meant 
greater permanency of personnel. The distribution system must include 
all conditions necessary for good morale where possible. The human 
requirement* can be summarised as follows: 

1. Placement in a billet tjhich the pereon is suited for. 

2. Normal rotation of duty • 

3. Fairness in selection for transfer. 

4. Advance notice of transfer. 

5* Permanency of personnel. 

C. Seduced time in transit, direct transfers, and provision for 
ferdlies. 

7. Promotion in position as well as in rating. 

5. Provision for humanitarian transfers. 

Administrative Requirements 

The solution of the distribution problem lies in the administra- 
tive moans used to meot the fundamental requirements previously discussed 
In a dynamic Kavy world of changing strength and structure. The funda- 
mental requirements of the basic teems and their individual members remain 
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fairly constant, and they naiet be satisfied* The dynamic Havy world of 

personnel expand on, technological advance, and numerical decline 

complicates the meeting of the fundamental requirements, but it is a 

result of ohanglng national polloles and progress and must be accepted* 

The purpose of distribution is to meet the Navy's manpower requirement#* 

Those requi renents must be forecast and a plan of aotlon established* 

To place the plan into effect an organisation is required, which must 

make a co-ordinated effort for success* Command or authority must give 

direotive force to the aotlon, and control mill be required to insure 

results* These ere the elements of administration according to Henri 

Payol* "He defines administration as 'to plan, organise, oemnand, eo- 

6 

ordinate, and control •»" 

Planning is neoeceary to determine a course of aotlon* In the 
distribution of personnel, two basic phases of planning exist* First, 
the present and future personnel needs of the currently active baslo 
teams must be known* Thie le determined by accurate personnel aooounting, 
knowledge of prospective advancement in skills end personnel losses, and 
future operations of each baslo team* Second, information must be 
available on the future expansion of basic teams, their number, type, 
composition, location, and intended employment* This also applies to 
chan es In structure or dissolution of existing basic teams* On the 
basis of these foreoasts, the numbors and qualifications of the indi- 
viduals required must be determined* A. plan of aotlon must provide the 

^ as quoted from the works of Henri Fayol by L* Urwlck, "The 
Functions of Administration," Papor on the Science of Administration , 
od* by Luther Guliek and L* Urwi'cic, “TNew Yorici Institute of ^ublio 
Administration, 1937), p* 119* 
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procurement, development, end distribution methods to be used to produoe 
results, at least as closely os limitations imposed upon the Navy mill 
permit. This plan of notion must be constructed, however, within the 
framework of the fundamental requirements of tho basic teams and the 
individuals* Distribution planning is not original planning as it is 
based upon and facilitates the execution of plans developed by the top 
Navy coamond by providing the necessary manpower to carry out these top 
level plans* If a field organisation is to exist in the distribution 
prooess, then each subordinate distribution activity will have to develop 
local plans in order to determine its course of action within the over- 
all plan for distribution* This means oo-ordinated planning on all levels* 
To be able to plan, eaoh subordinate activity in the field must be kept 
informed as to what is expected of it, the problems which it will have 
to solve locally, and over-all future plans* 

The organisation which is to execute the distribution plan must 
be oo-ordinated In order to aoemplish the common end* L* Urwick speaks 
of such oo-ordi nation as "Where organisation is oonoeread with quan- 
tities and ambers and the setting up of a structure to faollitate 
their unified working, oo-ordinatlon ie concerned with scouring that 
working fren day to day and hour to hour; it involves constant attention 

to the machine in aotion to secure that harmony and balance are 

6 

preserved in operation as well as in design end structure*” If all 
phases of distribution were conducted by BuPers, and no field organisation 

6 L* Urwick, "Organisation as a Technical Problem," Papers on 
The soleneo of Admini st rat Ion , ed* by Luther Gull ok and L* arm ok, 

Jllovf Yorks Institute of ’ublio Administration, 1937), p* 77* 
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existed, only co-ordination between EuPera and tho top line authority 
would be necessary In the distribution process. Due to geographic 
spread, magnitude of the problem, need of local contact, and other 
administrative advantages of decentralisation, a field organisation is 
considered necessary* L« Urwiok outlined some of the advantages of 
departmentalisation on the basis of geographic areas in government* 

"Decentralisation of geographic division* strengthens these 
tendencies (co-ordination with local requirements), and serves, 
moreover, to reduce travel costs, short circuit adjustment 
problems, cut red tape, and speed up all joint aotlvitles and 
administrative decisions* Tt increases not only the awareness of 
the officials to local needs and to the interrelation of service 
and planning problems, but develops a new sensitivity to the 
procoss of democratic control through intimate association of 
the officials with the people served *" 7 

As the government serves the people, the distribution organisation 

serves the basic teams* At the beginning of Forld Tar II, BuPere 

found It neoeseary to decentralise enlisted distribution to the fleet 

levels* A* the war progressed, placement was further decentralised to 

the typo and area command levels* Y»ith the Eavy*s manpower growing by 

leaps and bounds to a strength of about throe mills on non and women, 

centralised distribution and placement broke down, end a field 

organisation was the only alternative* An important criterion to be 

noted hero is that the peacetime organisation should have the name basio 

structure as the wartime organisation in order that the transition may 

be smooth and efficient* Another reason for dispersion of distribution 

aotlvitles Is the vulnerability of one oenter to enemy damage* The 

organ! sati on should be so oo-ordinated that any one activity could take 
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L* tJrwlek, "The Theory of Organisation," <£• oi t «, p* SO* 
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over the functions of any other in case of destruction. This also makes 
standard methods a neooesity. 

The next organization question is whether the field organisation 

should be part of a ootnnoa auxiliary agency or a staff component of the 

line hierarchy. Thie problen is a debatable issue* Large American 

industries have found it dssirable to have personnel agencies which are 

below the central personnel office subordinate to the particular division 

or branch manager they serve* "Usually such [personnel] agencies are 

directly responsible to the line executives whom they serve, and 

8 

functi anal ly responsible to the central staff office*" The question 

as to which method is better is as yet unsolved in the U* S* Civil 
9 

Service* The big advantage of having a ocxRr.cn auxiliary agency for 

personnel distribution in the Kavy is co-ordination and more positive 

control by EuPera over distribution* During the last war problems arose 

due to the fact that BuPers did not have the necessary control over 

10 

distribution to enable carrying out of its policies* This was rectified 
somewhat by bringing the field organization into c loser co-ordination 
with Supers, but the primary responsibility tc the line hierarchy remained* 
The advantages in having the distribution agencies as staff to the line 
on the various levels is to insure responsiveness to their needs and to 



Paul S* Holder., Lounsbury S* Fish, and Hubert L« Smith, Top - 
"ana foment Organization and Control (Stanford University* Stanford*" 
University Press, 12417, pp*’ 49-4Y* 

9 

Trillion E* Mosher and others. Pu blic Personnel Adnini strati on, 
3rd ed* (Hew York* Harper & Brothers, ¥960)", p* 683* 

Bureau of Laval Personnel, United states Kaval ‘.drinl at ra t ion 
in World ^ar II, First Draft narrative Prepared under the General 
Supervision oT~ the Director of Laval Jlistory (unpublished), p* 39* 



91 



prevent the auxiliary agency from thinking only of ite own problem*, if 
mo had capable officer* with considerable fleet experience in the 
auxiliary agenoy and close liaison with the line authorities, thic priaary 
objection would be less weighty; a coma auxiliary distribution agency 
centered in Supers could be founded, and yet normal personnel adrini stra- 
ti on need not be removed fro^ the line* This is a question which will 
require future study* Tfhichever organisation structure is used, the 
important requisites are & co-ordinated effort throughout the service, 
standard policies and procedures, and a maximum, responsiveness to needs 
of the lino* A related problem is presented by' the fact that the 
operat ing hierarchy is geographically organised as is the administrative 
hierarchy, with the exception of the type commands* Those are organised 
primarily on a client! le basis, destroyers, oruisert, air forces, eto* 

A question arises whether cr not the assignment of placement responsibility 
on a level so organised produces the greatest efficiency in distribution* 
This must be con si dared further after tho results of the present method 
used in the Navy are properly analysed in a later chapter* 

Another phase of the organisation problem is tho otsmunicati one 
and paper work involved in achieving co-ordination of the distribution 
activities* Naturally the fewer activities Involved in distribution the 
smaller will bo the paper problem* Tho magnitude of the eonsuni cations 
and mail problem in the Navy is tremendous* Anything which will reduce 
papor work will help the entire Navy* a administration* Paper work means 
delay's and red tape* Tho greater the number of administrative offices 
whloh must clear action before it oan take plaoo, the greater will be 
the time interval before needs aro met* The requirement in this reepeot 
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is tha reduoti on of oorrauni cation* and paper work, or the fewer the 

diotr'bution aotiriti o* the better* 

In order to accomplish It* mission, the distribution authority 

or command must have prestige* In military circle* this means rank* 

After the distribution of personnel was decentralised early in World 

War II, Supers found it increasingly diffioult to oontrol the execution 

of its polioies* This problem was rectified in the Paoific by transferring 

ths distribution of personnel from a lower hierarohioal Paoific command 

to tha Commander, Western Sea Frontier and elevating this offioe to Deputy 

Cannander-in«*Chi*f, United States Fleet and Deputy Chief of Havel 

Operations* With tha greater prestige, this officer took control and 

Insured the accompli absent of personnel distribution in acoordano# with 
11 

BuPors polioies* Effootlvsness in distribution demands authority* 

Command must exist to Insure control* 

Control, in a sans#, is the consequence of oocnmnd* Any plan of 
action requires oenstant checking to insure results* For this discussion 
the function of control is extended to the day by day operations of 
managing personnel distribution, the filling of the needs in accordance 
with the plan and insuring results* The fundamental requirement of 
oontrol is efficient personnel acoounting and methodology* Results are 
built on the external and internal systems used* The needs must be 
known, the priorities of action determined, orders issued, and a follow* 
up procedure established to Insure compliance* Ths oontrol systems must 
be oonolse, fast, responsive, and demonstrative* In order to have co- 
ordination throughout the organisation, the oontrol systems must b* 
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standardised in order to be intcroiiangeeble • this would permit one 
activity to take over the function of another in oa*e of emergency or 
destruction* 

Thus it oan be teen that the solution to the distribution of 
enlisted personnel lies in the administrative means used* The fundamental 
requirements and the changing situations must be met* The fundamental 
administrative requirements oan be summarised as follows t 

1* Co-ordinated planning throughout the entire distribution system* 
2* Co-ordinated motion in the distribution organisation* Standard 
polioias and procedures for the field organisation to operate by* 

3* A common organisational structure in peace and ear* 

4* Responsiveness to the needs of the line organisation* 

5* A minimum of oosmsuni cations and pepar work* 

6* Command or the neoessary authority to pursue a plan of aotion 
and Insure results* 

7* An effective and standard external and internal means of control • 
The Criteria 

Tha most efficient distribution system is me which will meet the 
maximum number of the fundamental requi ronents the majority of the time* 

So system can be perfect, with the limitations which exist, however, an 
attempt must be made to approach perfection as closely as possible* Tn 
order to accomplish this, planning Is essential* The ability to plan 
la based upon how much information is available on what is going to happen* 
Tn order to effeot a plan of aotion all activities concerned with dis- 
tribution must make a co-ordinated effort, and controls are neoessary to 
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insure that this effort brings the desired results* 

First, planning oust be possible on all levels of the distri- 
bution hierarchy* The central personnel agency (SuPert) oust determine 
an over-all distribution plan based on the top Navy line oorcmand’a 
structural, operating, and strength plans* In co-ord 5 nation with the 
over-all plan and with eaoh other, the subordinate distribution agencies 
must adopt local plans which will serve the basic teams within their 
respective Jurisdictions* Without some plan for future distribution, 
action becomes a day to day solution, and many violations of fundamental 
requirements will ooour* Eaoh echelon crust know the plans of the next 
higher level which ooacern it so that the means can b# determined to 
carry out their responsibilities in an efficient manner* The farther 
that plans can bo projected into the future, the bettor the plan can be 
adjusted to the fundamental requirements* The fewer field echelons 
there are the easier plans can be eo-ordinated* This is due to the faot 
there are less people involved in the process* This will be discussed 
again later in this section under organisation* A co-ordinated plan of 
action projected well into the future will porrnit the following! 

1* Accurate distribution and placement with a maximum of 
ponrtanonoy * In other words, to place each man oorrootly the first time, 
futuro needs must be known* If unexpected needs are continually cropping 
up, a constant shuffling of personnel will result • This means lest 
permanency of personnel* If the happenings of the futuro aro known, people 
oan be so placed that future needs will be provided for* An example of 
this would be a case where a given man le made available* The type commander 
would assign him to a team with a known need* Then a week later the 
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fleet cocanander gives the type cocmander n personnel quota tc provide 
for a new ship being reactivated with one of the requirements being tho 
qualifications of tho man just assigned* This man or another roan would 
have to be transferred again to the new ship* Suppose the need of thic 
new chip had been known in advance* Then the new ir»n could have been 
assigned to the new ship in the first place* Instead of two transfer* 
there would have been only one* This one would have been rra.de anyway* 
Uttlfclply this erne ease by the many which could occur daily and the need 
for advance plane bee ernes obvious* liven if tho need does not exist at 
the moment, accurate distribution and placement means proper balance in 
the future, as future needs are anticipated in the assignment of persons 
currently available* The aocuracy of initial placement, the permanency 
of personnel, and tho smooth anticipation of future needs depend cn co- 
ordinated planning* 

2* Orderly withdrawals * Long range plans by the high”** echelons 
should permit advance notice to tho lower echelons, and ultimately to 
the basic teams and to the individuals* Without this advance notice all 
down the line, spur of tho moment orders must be issued with the resulting 
mistakes and damage to basic teams and morale* With advance notice many 
future carnal tnents can be handled by careful use of available personnel j 
and if withdrawals from the baeio teams are required, the basic teams can 
be alerted well in advance* This permits meeting the fundamental require- 
ments of the baeio teams and the individuals as previously discussed* 

3* Propitious replacement * When withdrawals hare been planned 
well In advance, reliefs, if required, con be on their way to arrive prior 
to the departure of the withdrawn person* This not only applies to 
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planned withdrawals of the type commander but also to anticipated losses 
due to orders from higher commnds for individuals by nar.i© and expiration 
of enlistment* Pools strategically located or wide geographic coverage 
by the placement officer would permit adequate and timely relief for 
unexpected losses* 

4* Compensation for unavailable Input * It Is a great advantage 
for a distribution or placement aotivlty to know about what it can expect 
in the way of personnel for distribution to its subordinate commands or 
for assignment to its teams and the qualifications of each of these men 
to be received* Wany officers will say this is impossible* but the writer 
firmly believes that it is possible* Granted that it cannot be done with- 
out long range planning and some of the people will not be available as 
planned due to sickness or some other unexpected cause, but even a ray 
of light is better than complete darkness when trying to find ones way 
in the distribution rase* National preparodness will have to beocrae 
stabilized before extreme long range planning can be attempted, but It 
Is a goal to strive for* Even knowing a month in advance what supply 
of personnel oan be expected would certainly ease the planning problem 
for eaoh officer involved in distribution and placement* By knowing 
what to expeot, training plans oan be drawn up to compensate for the 
deficiencies, and the flow cf personnel oan be directed to the oorroot 
place at the oorreot time* This involves tiring and examples will be 
given in the next chapter as to its significance* 

"oo end , the carrying out of co-ordinated plans requires e 
co-ordinated organization* The work must be divided, but eaoh separate 
distribution aotivlty must strive for a common goal* The organization 
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can only achieve maxi man effectiveness if the following oondl ti one are 
satisfied* 

1* Geographic unity * In order to met the need* with a maximum 
of selectivity, a maxima ooverage of manpower supply, a mini mm of travel 
time and red tape, one distribution activity should co-ordinate all 
subordinate distribution activities on the basis of a given geographical 
area of naval operations* One placement activity should serve all 
basic teams in a given geographical area of operations* This prevents 
over-lapping of functions and unnecessary transportation* It permits ons 
pool in a given area, one transportation liaison, unity of command, and 
allows standard treatment for all* It also facilitates liaison with the 
operating commander who is in a position to know his operating needs* 

If he and his teams can deal with one distribution activity rather than 
ten, the problem is simplified* 

2* A minimum number of distribution activities. The greater the 
number of steps which must be taken from the original availability assign- 
ment to placement, the greater the delay and the greater the loes of 
productivity* For example, if there are five steps or echelons to place- 
ment and the delay at eaoh step is two days, the lost man-days per man is 
ten days* If the steps oould be reduoed to two and still be done 
effectively, the saving would be six man-days per man* If a million men 
are moved in a year, this means an added productive force of about 16,440 
men per year, enough to man sixteen cruisers* It nay be said that if a 
man is actually on a job, he le productive until the day he leaves no 
matter how long the administrative action to place him in hie new job 
takes* The majority of men will let down materially once they know they 
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are to be transferred* Those who are waiting orders in schools, receiving 

stations, and training oentere are not productive* The reduction of 

travel tine can only be aoocmpliehed by judicious assignment* To select 

a person frorc the closest point of the need, requires knowledge and the 

power to order those available all over the geographic area* Fewer 

distribution activities mean lees ooumuni cations and less paper work* 

Fewer "fingers in the soup" means greator co-ordinati on and co-operation* 

3* High authority * In order to relieve the distribution system 

fro n pressures from many sources, high prestige and authority are 

necessary* The nore junior the officer in charge of any distribution 

aotivity, the greater will be the pressures which will olain speoial 

privileges and thus affect his efficiency end fairness* This requirement 

may be satisfied by fewer activities* The last stage, or the plaosmont 

level, oust be sufficiently high in the Navy's hierarchy to have a senior 

ranking personnel officer who can resist unwarranted pressures* High 

authority and its necessary counterpart, fewer distribution activities 

will permit greater functional co-ordination* Keferenco Is made to the 

example of elevating distribution prestige to Cosnonder, Postern Sea 

12 

Frontier during World War II to achieve just this objective* 

4* Maximum responsi veness to line needs* Maxima* responsiveness 

w m III — h i m * ■ii i* ww eww>i «in»» -* » «-> 

plaoes a limitation upon centralisation* It la an advantage in many 
respects to have the field distribution activities near the line* With 
the distribution activities subordinate to the line at each hierarchical 
level, maximum responsiveness Is attained, however, certain losses in 



12 



See page 92* 



99 



functional co-ordination develop due to line Jealousies of their pre- 
rogatives end the complete subordination of the field personnel officer 
to the will of his line ooetarander who my overlook technical needs in 
face of immediate operating desirabilities* If the subordination oust 
occu r, steps should be taken to secure maximum co-ordination on the 
technical level and among all distribution activities under the functional 
supervision of the central distribution agency* Auxiliary agencies which 
beooRS too specialized and too far removed from reality tend to oonoern 
themselves with their profession and forget their reason for exletenoo* 

The distribution function exists to serve the line, but their ability 
to function with co-ordinated efficiency imist be safeguarded* 

5* Over-all interest * The Navy oust function as a common team* 

Tho goals of distribution must be the over-all good and not group interests* 
Clientele organizations have their purpose, but it is open to question 
if they have a proper place in the field of personnel distribution* In 
suoh an lntrasexnrloe program as the flow of personnel, oontrolc by 
clientele organisations only tend to reduce co-ordination, create 
pressures, reduce standardization, and oreate Jealousies* This does not 
swan, however, that airmen should not be assigned to aviation activities} 
this is a natter of full utilization of skills* It does suggest that 
the organization for controlling tho flow of personnel should be based 
upon area service rather than clientele service. That the whole team in 
a given geographic area is more of a basis for personnel placement than 
breaking it down by types of ships* 

Third, co-ordination of both plans and action requires an effootive 
means of oontrol* The basis of control is a personnel accounting system* 
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The present system is composed of the standardized over-all Navy syrtam 
and the internal systems of eaoh activity. The accounting system also 
should provide a foundation for planning* The personnel accounting 
system mat provide the following information* 

1* The current status of eaoh activity or basic tears* 

2* The detailed composition of each baeio tears with pertinent 
information on each Individual, to permit planning* 

3* lioans of following-up orders to insure compliance with then* 

4* I?eady means of displaying priorities of need in otder that 
distribution and placement can bo conoise, fast, and accurate* 

0* roans must exist to reflect every change in status as It 
ooours or at least as fast as the baslo tearvs oan report* 

An adequate control system will produce the following results* 

1* Correct assignments * The priority system, based on plana 
for the future, will insure that eaoh person available for assignment 
is assigned to the correct baslo team* This team will have greatest 
need for the individual’s services, and manpower will be most efficiently 
utilised. Shuffling of personnel will not be necessary if the priority 
system is based on future needs, and each individual will remain where 
originally assigned, thus producing greater permanency of personnel* 

2* Full use of dlctrlbutlcn and placement aide * If the oontrol 
system indicates the correct classification for each need, the correct 
person will be placed in eaoh vacant billet* An adequate oontrol system 
will indioato the specification for eaoh nan required* This will 
permit proper asslgnaents of those available, and it will establish a 
basis for training programs to assist in rectifying future needs* 
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3* Correct irithdnxwalg * With detailed information aval let 1© on 
tho composition of the basic teams and the class! float! ons of ©aefa of 
the members, distribution agenoies can withdraw those required for other 
ccmnitavents with aocuraoy* Th© right person can be withdrawn from the 
team which can beet afford th© loss* A fair wlthdravral can be made If 
tho control system refleots th© length of time eaoh man has been on board 
tho baslo teams* 

4* Straight line transfers * An efficient control system will 
reflect immediately the specific team which requires the services of 
any speoifio person by providing data cm the qualifications of all avail- 
able r.en and tho complement or allowance* Orders then can be dispatched 
immediately assigning each man to a speoific team* Pools, except to 
replace unexpected losses, such as would exist during a war, are un- 
necessary* 

The following ohapter will analyse the present di etribution system 
using the oriteria suggested in the present chapter to show its advantages 
and di advantages* 



CHAPTER VI 



analysis of the present distribution system 

With the criteria established, it is possible to reach scraa 
judjjaent on the adequacy of the present distribution system. The 
purpose of this chapter Is to analyse the advantages and disadvantage* 
of the present system and to attempt to suggest nodi fleet ions which 
will incorporate all of its good points and reduce its failings to a 
minimum, if net remove then entirely. Each of the major subdivisions 
of tho criteria will be considered in turn* planning, organisation, 
and control* 

Planning 

The advantage in planning which the present deoentralleed position 
of plaoement occupies is the close proximity of the type and area 
commanders to operations, (at least to local operations) and to the basio 
teams* The type oaamanders know less about the operations and personnel 
problems of their basio teams in the forward areas, but the personnel 
problem is reduced as these teams are filled as close to allowance as 
possible with men whose enlistments do not expire until the tosm is 
soheduled to return to the U*S*A* When possible, a slight excess of key 
personnel is provided to account for unexpected losses, such as hospital- 
isation* For example, when the writer was personnel offioer for 
ComCruDesPao, one extra ohlef or first olass petty offioer in each of 
the orltioal ratings was assigned to each division of destroyers because 
in eaoh of these ratings only one master skill (ohlef or first olass 
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petty officer) could be provided for each chip* If one became eiok the 
division commander could order thoectra man to the ehip whioh suffered 
the lose cm temporary additional duty until the regular person returned* 
This situation has improved since the Korean emergency, and now most 
ships have more than one master rating in each of the rating groups whioh 
are permitted more than one by the allowance* As the type commands r 
is located in the home port of his fore*, his personnel officer oan 
have frequent conferences with the officers of the basic teams in the 
local area and determine their specific needs very carefully* This 
assist* materially in foraulatlon of placement plans* Local problems 
can be known very quickly and at least a temporary rectification of 
the problem oan be achieved until a more permanent solution oan bs 
attained* This advantage of responsiveness to the needs of ths basic 
teams is considerably less in time of war, as the basic teams are not 
concentrated in one port, and the type oommander*s personnel of floor 
oan only know of needs by correspondence and through hi s Internal 
accounting system* 

The flow of information between BuPere and the fleet ooramanders 
is rslatively good, due to the small numbers concerned* Telephone, 
teletype, end personal correspondence permit a relatively high degree 
of co-ordinated planning between thee* two levels* These o cm rands deal 
in large number* of personnel, and details do not dlreotly affeot them* 

It le the placement level which must face the immediate problem of 
personnel movement* 

Sinoo the close of TCorld rar II, personnel distribution planning 
has been exoeodingly difficult* There are three primary cause* for this 
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difficulty. The first cause ie the laok of a stable government polioy 
in national preparedness. Rapid expansion has been followed by rapid 
deoline with little advanoe warning to the military cervices as to where 
the axe would fall or where the shot in the am would take plaoe. This 
oause is aggravated by the failure of tho top line oonvaand to keep the 
distribution central activity, Bupere, infomed of anticipated changes. 

The problem of lack of information from the top line ocro-aand to permit 
long range planning existed during World War XT, and it did not ease 
until about the spring of 1945 whan expansion diminished. 

A complaint which was often expressed in the Bureau [BuPore] 
during the oouree of the war was that the Bureau was not consulted 
toon enough or adequately enough at the planning stage, end that 
finished plans were often presented to the Bureau for execution 
without sufficient regard for personnel Mid manpower conditions* A 
typical express! cm of this point of view was contained in a 
memorandum addressed to the Assistant Chief of the Bureau on 
11 August 1943 by tho Director of Enlisted Personnel. He said, 

"It ie imperative that Personnel be considered when strategical 
plans are being made, rather than when they are being executed, as 
ie largely the case now. To date in the war the bottleneck has 
been material and everyone has gone on the assumption that as soon 
as the material is ready, we will have trained personnel roady to 
operate it. This has worked out fairly satisfactorily due to the 
rate at which the material implements of war have been produced, but 
it ie apparent that the over-all manpower situation will not penult 
us to prooeed on this assumption. Zt has reaohed the point where 
additional oom&itments of groat magnitude can be undertaken only 
with a proportional reduction elsewhere. To date no planning agencies 
have, ae far as I have been able to observe, acted on thle basic, 
and it is for this reason that sarller and authoritative representation 
in planning should be had."* 

This problem of not knowing of changes until they were ordered executed 
arose again after the war during the period of rapid demobilisation. 



* Bureau of Haval Personnel, United States Naval Adalnletratlon Tn 
World War II, First Draft Narrative Prepared Under iW General 
supervision of the Direotor of Havel History, (Unpublished), pp. 36-37* 
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subsequent build-up, eoonaay decline, and then the rapid expansion 
caused by the Korean emergency* This is not the fault of the distribu- 
tion system; such deficiencies oust be reotifled at the polioy level* 

The second cause of poor planning is the failure of the central 
distribution agency to provide planning information known to BuPers to 
the lower distribution levels early enough* Some advance warning should 
be given before the order of execution is issued* Changes of great 
import are usually distributed to the loner distribution levels too late 
to permit adequate planning* An example of this mas an AlHaw (a message 
to ell Navy activities) which was promulgated during the seoend decline 
after World War II in 1949* At the time it waa promulgated, the writer 
was personnel officer for CcmCruDesPao* Only a few days were permitted 
in which it waa necessary to formulate plana to ocmpens&te for the 
disoharga of eight percent of the type command's personnel, almost 
1,600 men, hundreds of whoa were on ships in the forward areas* It would 
require from two to four weeks of travel alone to provide the necessary 
relief to these ships* The problem was met, but the new problems 
created required months to rectify* Tho basic requirements were violated 
right and left, but there was no alternative* Even in this case the 
fleet ocravanders had little advance warning* Where possible, the 
distribution activities should be provided with advance notice before 
the order of exeoutlan is promulgated* This would perait at least some 
degree of planning* This difficulty could be rectified within the 
present system, at leaet in the majority of cases* 

The third cause of poor planning is inherent in the present 
eystem itself* There are too many distribution activities to perait easy 
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co-ordination of planning* The vast muttbor of activities causes many 
delays* Information sent to the fleet conander* from Supers met bo 
set Into plane, and the requirements of eaoh placement activity deter- 
mined before detailed information can be sent on* BuPera cust deal with 
over twenty-four separate distribution activities on the next lower 
level* In the Paoific, there are over thirteen separate placement 
activities* In the Atlantio, there are even more* The difficulties 
presented in keeping these numerous and geographically scattered sub- 
ordinate aotivltiee supplied with detailed information in sufficient time 
to permit the formulation of long range looal plans are obvious* The 
comouni cations and mail problem alone would make co-ordinated planning 
nearly impossible* 

This sprawling, dispersed distribution system with its formal 
and time consuming means of cotmuni cation prevents many things from 
being accomplished* in many oases it is physioally impossible for the 
necessary details to filter through to the pl&oement level with 
sufficient time remaining for any approach to serious planning* Planning 
on the placement level is a matter of hand to meuth existence* It seems 
appropriate to illustrate from actual events* 

1* The baslo teams receive direct orders from both EuPers and 
the fleet oocrander* o oncoming withdrawals to shore duty* EuPers 
controls rotation to continental U*S*A* shore duty* The fleet ccctnanders 
control rotations to forward area shore duty and fleet shore based 
aoti Titles in Hawaii and the YTost and East Coast U*S*A* These programs 
are not co-ordinated except that persons are not pemltted to be on 
waiting lists for both* The burden of providing replacements for 
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withdrawal* from the fleet fella upon the typo ccraanders# If replace- 
saento are required, the type e amende rs must provide then from available 
unas signed personnel or frcn other basic teams# The only notioe received 
by the type oonsnnder is a copy of the orders to the basic team* With 
admini strati ve delays, this copy usually is received by the type 
oamnander’s personnel officer a natter of days after the basic team 
reooives the original# The ordere are not cleared through the distribu- 
tion chain because of the delays whioh would be incurred# An example of 
the consequences is the case of a certain destroyer# During the week 
proceeding a major fleet exercise, the destroyer received shore duty 
orders for all of their petty officer fireooatrolraea except one third 
olass# Part of these ordere wore fron BuPers and part from the fleet 
commander# The first word the type oceaander* s personnel officer had of 
this was a frantic telephone call from the ship's executive officer# As 
no planning could possibly account for this, and with the particular 
rating so oritioal, no relief was available# Only by a flurry of radio 
messages was it possible to get the execution of the orders delayed 
until the oonpleti on of the fleet exercise# This could have been 
avoided if there had been co-ordinated planning on the part of BuPers 
and the fleet ooaxander or If the orders had been sent via the dis- 
tribution chain with seno leeway as to the date of execution which in 
itself is eo-ordinated planning# The large number of distribution 
activities and the delays which would be encountered under present 
conditions preclude this# The basic requirements violated wore the 
factors of slow withdrawals from any one teem, withdrawals) at propitious 
times, and provision of tinely relief# The result also included same 
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loti of moral* for the men who had orders delayed for a transfer for 
which they had waited some time* If they had not known about the order* 
until their return from the fleet exorcise, thoir morale would not have 
been affected* If a central clearing house had existed to co-ordinate 
the withdrawals, by timely withdrawal, knowledge of operations, and 
sufficient coverage to permit early relief, the results would have been 
better* As it was, relief was obtained from other basio teams not in the 
type oomnand, however, much delay was enoountored because of correspon- 
dence delay* in the chain of command* Bad this all been accomplished in 
one central plaoecient office, these problem* would not have existed* 

2* TThen orders are issued to provide personnel for new or 
expanding basio teams, they are received on a eowaany-of-e-oertain- 
qualification basis* By the time each level develops its plans and the 
plaosment offloer receives his detailed requirements, little time ie 
available for adequate planning* Often the basio team whloh can best 
afford the loss is at sea and could not have the required people at the 
place requl red on time, so another basio toon must provide them* Later 
personnel shuffling may be necessary to balance the move* As a result 
of this laok of time, little advance notice is afforded the basio team 
aff rated* Under these oonditlons it ie not alwaye possible to eeleot 
the most deserving man* If the delays oould bo removed and greater 
coverage provided for the placement offioers, thie problem would be 
materially reduced* A similar case exists in filling mandatory school 
quotas* Because of the delays, it is not elways possible for the 
placement offloer to select the most suitable candidate* Tn most oases 
he ohooses a person he oan have on hie way in time or he makes a report 
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that none or© available which can reach the eohool in time* This 
affect* planning on the highor levels* Plan* are reshuffled and perhaps 
eohool quotas go unfilled* 

3* It is not feasible for the higher distribution commands to 
notify their subordinate activities of future receipts because of the 
number of subordinate activities involved • As a result, the first notice 
which the type distribution officer reoolves Is that certain people are 
at a certain place and are available for assignment* He must then make 
an immediate assignment on the basis of known needs* The so needs are the 
ones known at the moment including anticipated losses duo to normal 
expiration of enlistment* Some placement officers require their basic 
teams to submit monthly reports listing those persons whose enlistments 
will shortly expire and who intend to roenllst on board* The personnel 
aooountlng system provides the balance of the Information* The point to 
be emphasised is that the placement officers oanrot plan their assign- 
ments at propitious times, if they have no advance notice as to who will 
be reoeived and little information as to who will be lost* If advance 
plans oould be made, assignments oould be right the first time, and the 
new man oould arrive cm board at the right time* As it now stands, a 
certain person may be assigned to one ship beoauss of current need then 
perhaps two days later an unplanned loss oocurs which creates an even 
greater need for a man with the same qualifications on another ship* 

This man or another man has to be reassl&ied to meet the new need* If 
the loss oould have been anticipated, the new nan oould have been assigned 
oorreotly in the first plaoe, and there would have been no shuffling* 

Even knowledge of future availabilities night prevent some shuffling 
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because, perhaps, day* later a person of the necessary qualifications 
would hare been available, and the newly created need could have been 
met by waiting several days and assigning a men with later availability 
to cover the need* Assigning personnel to basic toons which will not 
be in port when the men arrives or shortly thereafter results in a 
waste of manpower* However, as placement officers do not knew what per* 
sonnel they will receive In the future, they cannot take the chance of 
assigning men currently available to basio teams with loir need merely 
because they will be in port when the man arrives and ocuntlng on 
supplying mors important needs with lster assignments* As a result, 
there always are many men waiting for their ships or aircraft units to 
return to a bass* In some oases waiting is necessary, but it can be 
reduced to a minimum by adequate planning* If the distribution chain 
were short end planning well co-ordinated, gains and losses oould be 
planned for and controlled, man-hours would be saved and perron one y of 
personnel inoreased* Spot reliefs for key personnel oould become a 
o otar. on praotio© rather than the exception* 

To summarise the evaluation of the planning phase of the present 
system, its advantages of responsiveness are largely offset by the 
inability of placement officers to know what the higher distribution 
authorities have planned for them* Except during stable periods, of 
which there have been few, planning on the placement level is a short 
range proposition* Because of the large number of distribution 
activities Involved, co-ordinated planning does not exist to any 
effective degree* 



Ill 

Or^ni gatl can 

The present organisational structure charged with the responsib- 
ility of o catrolling the flow of personnel to end from the fleets is 
decentralized# The central distribution aotivity, PuPers, establishes 
general policy osa the utilisation and distribution of personnel and 
controls the flew of manpower between the major subordinate commands# 

Only in the oase of sea-shore rotation and special oosmitmonts does it 
issue orders for men by name* In these cases, orders must be issued by 
a central agency* The oent rolling factor for rotation to shore duty is 
the length of time a particular person has served conseoutively at sea* 
The o oatrolling factor on orders for speoial commitments is the 
specialised nature of a particular person's qualifications* In other 
cases men are withdrawn from the fleets on a ao-oany-of-a-certain 
qualification basis* Supers orders personnel to the fleets in numbers 
depending upon needs and strives to keep thorn In balance* Pans s are 
given in ordering people to the fleets except in the case of large 
groups in the lover pay grades, but this is done for administrative 
reasons* The important factor is their qualifications end their looatlon* 
After men are ordered to a particular fleet oannand (made available, to 
be exact). It is assumed that they will be distributed fairly within the 
ecearaand by the fleet commander* This responsibility is delegated to the 
fleet casnanders* 

The fleet ocsaaandora perform a similar function within their 
respective fleets* They control the flow of personnel between the type 
end area ooramands* They have their sea-shore rotation programs and 
speoial ocrasdtments of a specialized nature. They also formulate more 
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detailed poliolee for distribution within the fleets* Personnel made 
available to the fleot ccomander by BuPers are in turn made available 
to the type and area commanders with a sinilar assumption as to fair 
distribution and placemsnt* Quotas for withdrawals are prorated 
amongst the type and area oocasanders depending upon who oan Best afford 
the lost* The gross numbers in eaoh rating are used, neither Individual 
teens nor their specific locations at the tine are oonsidered* 

To the aroa and type o ccrnandars is delegated the responsibility 
of plaoing new personnel in the basic teems and withdrawing personnel 
frees tiie teams for new oesnitmonts* until about 1946, ease type 
commanders wore not performing full placement funotiocs* They were 
allotting tho new men to the division or unit cccinanders for further 
assignment to specific besio teams* The unit ocemonders wore supposed 
to keep their teems in balance and fill withdrawal quotas as specified 
by the type ocranander* The type commander maintained gross records on 
the strength of eaoh unit by ratings* This method was highly undesirable, 
and was changed shortly after the writer bocomo personnel officer of 
CruIesPao in that type command* Briefly the disadvantages wore as 
follows i 

1* Placement was Inefficient, as the unit eoramnders did not 
have adequately trained personnel for placement* Polities and shuffling 
was a common occurrence* 

2* The unit eoonander was too far from tho source of supply and 
because of geographio dispersion co-ordination with the type ocmander 
was difficult. Advanoo notice of new personnel allotments was impossible 
because of the number involved end noil delays* 
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3* When units were split, that is, operating in different area*, 
additional transportation was excessive* 

4* Straight lino transfers were Impossible because the magnitude 
of traffic would slog communications and the snails wore too slow* The 
unit ocr.x&nder did not know what he was going to receive until a new 
man reported on board the flag ship* 

5* Withdrawals had to be by nuabors, which amplified the number# 
in the permanent corps of transients* shuffling between the unit*# ships 
to adjust for losses and delay* were the rule* Withdrawals by the type 
cccriandor could not bo by nose as the type commander never knew the unit 
commanders* detailed plans and vice versa* 

In brief, this system was very inefficient and costly, and the placement 
was poor* When the placement function was centralised in the typo 
commander's personnel office, the delays cn this level were removed and 
co-ordinated action on the type command level was no problem* Straight 
line transfers were used exclusively, except where it was desirable to 
bring the can aboard the flagship to determine qualifications core 
closely* This was tho exception, however* Placement was much more 
efficient because highly trained staffs devoted all their time to 
studying the problems of the various operating units* Persons were 
ordered directly to the port in which the ship would be when they 
arrived for duty* This saved productive man-hours* Loss pressure was 
put on the placement offloe as the type commander** higher position 
saved ease of it* As the type commander was closer to the source of 
supply, earlier information was reoeived, and co-ordination with the higher 
distribution activities was easier but still far from the desirable minimum* 



